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Abstract
A qualitative investigation of directors making sense of organisational 
change processes; the meanings drivers of such change take from its 
consequences; how they make sense of its intrinsic and extrinsic 
aspects.
The milieu of the company director is relatively little researched. Much of 
the research that has been undertaken has been quantitative, studied 
characteristics associated with successful performance or been directed 
towards issues of corporate governance. This study gives prominence to 
directors’ experiences as revealed by their ‘stories’.
Parallel studies of organisational change highlight the unintended 
consequences of planned change at various levels, each requiring its 
own approach.
Concern for issues of sensemaking and meaning determined that the 
study be a qualitative, heuristic inquiry, requiring engagement with the 
researcher’s biography and involving him in a process of personal 
change.
The nine directors studied tended to define the change processes in 
which they were engaged in terms of discrete projects. Each 
experienced the impact of significant ‘discrepant’ events originating 
outside their project’s boundaries. The manner in which the directors 
perceived the consequences of such events reflected their personal focus 
(inwardly or outwardly directed) and their contextual perspective (internal 
or external to the project and organisation’s boundaries).
Parallels were noted between the impact of such events upon the 
researcher and the experiences of the directors. These included a 
narrowing of personal focus and a reduced capacity to anticipate the 
impact of events at the periphery of the change project.
The study suggests that directors would benefit from access to a 
‘personal sounding board’, a counter-balance to the negative 
consequences arising from limiting the concept of organisational change 
management to a finite project. Such reduction renders the director less 
able to anticipate and to manage positively the negative consequences of 
discrepant events.
Key Words: Change management; director development; executive 
development; heuristic inquiry; management learning; narrative research; 
organisational change; organisation development; organisation learning; 
reflective practice; sensemaking; storytelling;
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Change Drivers: Directors Making Sense of Organisational 
Transitions
“Sensemaking is about how to stay in touch with context”
Karl Weick (2001)
Preface
The research described here is an episode in a continually unfolding story that is not 
concluded with the completion of this thesis. It involves processes of formal research, 
of reflective practice and an attempt to integrate different aspects of traditional and 
qualitative research through processes of heuristic inquiry and storytelling. The latter 
is shown to be an extremely important aspect of organisational meaning generation 
and sensemaking.
My study is of directors as drivers of major change within their organisations. It 
commenced as just one more step on a long journey that has involved me in the 
examination of processes of change in a large number of formal organisations in 
private and public sector organisations in various parts of the world. This journey 
commenced when I was an undergraduate, fascinated by theories of social change, 
and then became the focus of my working life when I became a member of a 
research team at Ashridge Management College in 1967. It has continued ever 
since.
Directors and managers frequently acknowledge change to be a process that is 
ongoing, endless and forever, a metaphorical river. This river, upon which they may 
undertake particular journeys, is subject to turbulence and both seasonal and other, 
more unpredictable changes to the pace and direction of its continuous flow. In 
practice, however, they often attempt to manage change within their organisation by 
representing it as something that is time-bound and quite discrete, having its own 
clearly defined boundaries, beginning and conclusion. From this perspective, change 
is apt to be perceived primarily as the particular journey and its purpose and 
objectives, while the unpredictable variations in the river’s flow are relegated to a 
lower level of awareness.
Such a perspective enables the drivers of change to represent the change process 
as a ‘project’, something that is subject to their regulation via the medium of well
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documented methods and techniques of managerial planning and control. However, 
this reduction in contextual perspective may also cause the change driver to neglect 
to give adequate consideration to issues and events that are peripheral to the 
specific project, and possibly to the organisation itself. In terms of the metaphor 
employed earlier, their focus of attention may be on the journey and at the expense 
of the river upon which they must make it.
Students, of organisational change differentiate between change of different levels of 
specificity. Such differentiation is analytically helpful, but may cause the student to 
miss the fact that such differentiated levels of change may need to be managed, 
controlled or regulated simultaneously by the same manager or director, requiring 
him (or her) to communicate the same or similar meanings in ways that are 
themselves quite distinct, depending on the needs of the different audiences that are 
involved.
A number of other characteristics of my present study differentiate it significantly from 
research that I have previously undertaken in this field. In the first place it is a study 
that I felt, and still feel, that I have needed to do. It addresses issues and questions 
that matter to me at a deeply personal level. This has not been a significant 
characteristic of my earlier research work where, I would claim, the intrinsic interest 
of the research matter has provided sufficient motivation for me to embark upon it 
and to follow it through to its natural conclusion.
This is a study of the sensemaking processes employed by nine men, company 
directors, chairmen and chief executives, each of whom has been responsible for 
bringing about major change within his organisation. My research questions are 
concerned with the ways in which each director has made sense of the experience of 
managing (driving) the change process, asking what they felt they have learned from 
that experience and endeavouring to gain some insight to the meanings that they 
have attributed to it. It is also concerned with my own processes of sensemaking, 
and with how the experiences related by the nine directors accord with or challenge 
the models and theories that inform my own practice as an advisor on organisational 
change and development.
My concern has been to gain an appreciation of each director’s approach to 
organisational change and its impact upon him, rather than to evaluate the change 
itself, for it is the change drivers rather than their changes that have formed the focus
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of my interest. The reasons for this interest are explained in Chapter One. Here let it 
suffice to say that I had developed a concern, not least in relation to my own work in 
the field of organisational change management, that there might be a significant, 
possibly a fundamental, disconnection between the experiences of the change 
drivers and their interpretations of them and those of the organisational members 
who are most directly affected by those changes.
In order to begin to address such issues, it has been necessary for me to reflect on 
my approach to the study of change in formal organisations, to question the 
foundations upon which that approach has been built during the course of a long and 
varied career concerned with the study and practice of the management of change 
within organisations, and to re-evaluate many previously held beliefs concerning 
social and organisational change. Such beliefs, while not held to be “universal truths”, 
had seemed to me to be sufficiently robust in their application as not to require any 
fundamental re-examination or questioning on my part. The research has required 
me to reappraise my position and has led me to experiment with different and, to me 
unfamiliar, qualitative methods and tools. At the core of my research has been the 
method of heuristic inquiry, representing, for me a radical different way of looking at 
both my research topic and my practice.
In some quarters such methods have been described as representing a new 
paradigm. I would prefer to see them as providing evidence of a continuing 
convergence between a wide variety of approaches, each of which informs 
understanding, meaning and processes of sensemaking, rather than as of anything 
particularly meriting either label, “new” or “paradigm”. In my own case, this 
convergence and its impact upon my research approach has required me to “let go” 
of (or at least to put on a very long leash) a number of previously assumed “truths” 
and, in particular, those associated with traditional, positivist approaches, in favour of 
a more expressive method, while not bidding such approaches a final farewell. This 
has been an experience that has been for reasons that hopefully will become clear, 
extremely challenging for me. Meeting this challenge has necessitated.my examining 
my own sensemaking in the context of my experience as a researcher, as a 
consultant and as a company director.
In conducting this examination I, the researcher, have been drawn inevitably into the 
subject matter of the inquiry in a manner that was previously alien to me. On
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reflection, I have in the past and in common with many of my management and 
researcher colleagues:
“favoured self-assertion over integration, analysis over synthesis, rational 
knowledge over intuitive wisdom, competition over cooperation, 
expansion over conservation, and so on”.
Capra, 1991, p.15.
A major challenge to me has been to have the confidence to, “let go,” of such 
favoured methods as have provided the scaffolding supporting my approach and to 
allow them to become a part of a wider repertoire of resources, while still remaining 
confident in the integrity and rigor of my emergent approach. This has not been easy 
and on occasion has been very uncomfortable, especially when the world beyond the 
boundaries of the research has intruded on its participants, the researcher, the 
subject matter and on the relationships that link each of them to one another. A 
particular concern has been that this change from a position of 'neutral observer’ to 
that of ‘collaborative inquirer’ could lead me into a solipsistic or self-indulgent state 
that would compromise the legitimacy and validity of my inquiry and any conclusions 
which might be drawn from it. On the other hand, the research method that I have 
employed, heuristic inquiry, requires that the experience, the life-world 
autobiography, of the researcher be seen as key elements in coming to an 
understanding of the findings of the research. Notwithstanding the ‘permission’ that 
this appears to give me, the discomfort that I experienced in stepping down from the 
plinth of the neutral observer and into the messiness of experience as it is lived day- 
today still remains. While such messiness is the day-to-day experience of the director 
and consultant, its absence from that of the positivist researcher had been part of the 
appeal of the latter role, prior to undertaking the present research.
As a result, the study has proved to be not only an inquiry into the experiences, 
learning and sense making of the change driver directors, but also an inquiry into my 
own past experiences of learning and change and into their relationship to my 
research. The research process has required me to relax my grip on previously held 
views concerning objectivity and ‘proper distance’ in order to experiment with and 
apply tools with which I was previously unfamiliar. Sometimes these tools and the 
concepts and methodologies that underpin them have been significantly at odds with 
what I had previously held to be fundamental and possibly mandatory aspects of 
‘proper’ research into organisational and managerial issues. This experience has 
caused me some unease and has had ramifications for me that go beyond the
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confines of the research, both in relation to my work and my personal life. For me, 
therefore, this has been just as much an exercise in reflective practice as it has been 
a formal research inquiry.
For these reasons, the report of the research commences with a reflection on my 
personal learning and development journey as a student of change. I feel that this is 
necessary in order to help me to tease into the light some of the assumptions that 
had underpinned my approach up until now, but which, because they have been 
assumed, I had not previously felt necessary to make explicit nor to question.
Graham Robinson April 2004
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Chapter 1: Introducing the Research and Its Background
“The universe is transformation; our life is what our thoughts make it”
Marcus Aurelius
Overview
This chapter introduces the issue of organisational change and uncertainty, the 
need to consider the process of such change at various levels and the probability 
of planned change being significantly impacted by discontinuous events, 
originating externally to the organisation. While increasing concern has been 
expressed for addressing the negative consequences of discontinuous change 
for organisational members, questions are raised here as to what the process 
might mean for the drivers of such change -  the directors who are accountable 
for its success or failure. How do they make sense of and what do they learn 
from it? The background to the researcher’s interest and involvement in the 
research topic is explained in terms of his previous experience and, in particular, 
in relation to his previous research into director learning and development that 
was conducted from a traditional, positivist perspective. This research of 
necessity excluded stories that were told by the directors concerning their 
learning experiences, for example, losing some of its potential richness as a 
consequence. It is suggested that issues of sensemaking and meaning in 
connection with the role of the director as a driver of change demand a 
methodology that is open to the richness of stories and personal experience that 
conventional research methods exclude.
1. (i) Uncertainty and Getting from A to B
A quarter of a century ago Galbraith (1977) argued that the probability of successfully 
achieving a change from organisational state A to organisational state B is contingent 
upon the level of complexity of the organisation’s structure and the degree of task 
uncertainty in the environment within which the organisation operates. His definition 
of task uncertainty may be summarised as, ‘"the amount of information available to 
the organisation at the time of task commencement as compared with that which is 
required for successful task completion”. A significant cost involved in any change 
process is associated with acquiring the environmental information necessary to 
keep the planned change on track and to prevent its deviation from planned State B
to unplanned State B1, B 2  Bn (see Figure 1. where X = the cumulative cost
of gathering the information necessary to keep the project on track and of the 
corrective action involved in doing so).
1
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The amount of information necessary to guarantee arrival at State B (and, therefore,
Figure 1
the cost of acquiring it) increases in direct proportion to the level of uncertainty in the 
total system, the complexities of the task and the criticality of arriving at point B and 
no other. Galbraith suggested that these information costs may, and frequently do, 
rise to a level that outweighs the benefits to be gained from attaining the planned 
goal. He provided several examples of cancellation of major, ‘hi-technology’ projects 
to illustrate his point, including among his examples the cancellation of Boeing’s 
plans to develop a supersonic transport in competition with British and French 
aerospace companies. Similar illustrations could be provided by the cancellation of 
Britain’s TSR2 fighter in the nineteen-sixties. While more recent illustrations might 
include the development and questions surrounding the Eurofighter and the concerns 
expressed by government and international banks over the costs of the high speed 
rail link to the English Channel.
However, much will depend upon just how critical it is that the outcome is precisely 
state B as opposed to states B1, B2 or Bn. If, for example, Neil Armstrong had 
radioed the message to Houston Mission Control in 1969 that he was, “pretty close”, 
the consequences for American prestige and pride might have been significantly 
different from those that followed from his, “one small step for a man,” message. 
However, most organisational changes are not of such critical importance and B1 or 
B2 may suffice, in rational economic terms at least.
It was against the background of such rational models of organisational change that 
most of my organisational design and development work had been conducted during
2
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the nineteen seventies and eighties. The cost effectiveness of the changes involved 
would normally be evaluated in quantifiable terms, relating to the perceived added 
value of the outcome and the associated costs of information processing etc., in 
addition to the standard cost benefit criteria derived from professional project and 
financial management models. In these terms, the costs and benefits of 
organisational change were measured and evaluated relatively easily.
But the language of organisational change has, since Galbraith was writing in the 
nineteen seventies, become suffused with terminology which owes little or nothing to 
the rational economic, positivist approaches of major “hi-tech” project management. 
In some respects this language has become more humanistic in origin, using words 
such as ‘mission’, ‘vision’, ‘values’, ‘empowerment’ and, more recently, ‘community’ 
and ‘spirit’. There would also appear to be considerably less confidence in the ability 
of management to exercise control over such factors and to understand their 
relationship to uncertainty and organisational change.
Bartunek and Moch (1994) and others have distinguished between what they 
describe as first, second and third-order organisational changes. They consider the 
processes suggested by Galbraith for managing complexity and uncertainty as 
calling for first-order change of a kind that may be addressed through what they term, 
“digital communication”. That is, change requiring communication of a binary nature 
that involves a myriad questions and answers of the, ”ifp  then q, if not p then not q,” 
variety.
As has been suggested, in rational economic terms, provided that the outcomes fall 
within an acceptable range'that can be measured in terms of contribution to the 
bottom line of a company’s profit and loss account or to the achievement of 
government performance targets, it may not be important if the change process takes 
the organisation to point B1 or B2. At levels of meaning, learning and of values, 
however, it may matter a great deal.
Kilmann, Covin and their associates (1988) suggest that all organisational change is 
painful, even in those circumstances where the planned Point B is attained. If either 
point B1 or B2 is arrived at, while it may not be significant at a macro, organisational 
performance level (depending on how far from point B, points B1 and B2 happen to 
be), in terms of the levels of discomfort experienced by organisational members it
3
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may be highly significant. For example, arrival at such a destination may involve the 
shattering of a dream, a feeling of personal betrayal, or a transformational 
breakthrough leading to unanticipated economic success. From the perspective of 
the credibility and levels of self-esteem of the change drivers, the discomfort may 
prove to be life enhancing or crippling. If either point B1 or B2 is reached as a 
consequence of an environmental disturbance of what is felt to be of crisis 
proportions, it may be experienced as catastrophic by those who face its 
consequences. While in the general scheme of things it may not be particularly 
significant.
In order to anticipate and hopefully to prevent negative outcomes, Bartunek and 
Moch suggest that in such circumstances, second-order organisational change is 
required that makes use of “anological communication”, conveying interpretive 
schemata from one situation to another. Later in this chapter I suggest that 
illustrations of such organisational change may be observed in the model building 
metaphors of operational research, where the members of interdisciplinary teams 
routinely transpose the schemata of one scientific discipline to the operational 
problems encountered in another or, more frequently, in organisational practice. The 
transfer and application of schemata from one area to another may assist 
organisational members to make sense of the inexplicable. We may not understand 
what is going on, but may be able to make sense of it to some degree by being 
enabled to “see” the change process in terms of similes and metaphors. As a 
gatekeeper located at organisational, boundaries and subsystem interfaces, the 
director as change driver is in a position to exert a significant influence in this area.
The change driver is clearly not immune from the risks of catastrophe as a 
consequence of environmentally driven change. Yet, as the instigator and guardian 
of the change process within the organisation, he or she must adjust plans and 
programmes, reschedule projects in order to accommodate any divergences from 
previously identified strategies and objectives and, in the role of leader, “sell” them to 
the organisation’s members. He or she must bear the personal costs of doing so, 
regardless of whether or not the change is judged to be a success or a failure by 
rational economic criteria. In this role the change driver may employ the analogues of 
second-order change or, when it is judged that the circumstances demand, may feel 
called upon to embark upon a process of third-order or transformational change (see 
Ackerman, 1986). Such change involves the change driver in making a “leap of faith”
4
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that is based on a personal conviction or belief, since there are, by definition, no 
precedents or analogues on which to base a schemata for change that is rooted in 
the change driver’s, prior or parallel experience.
The following illustration is drawn from my own experience. In 1980 I was Director of 
Personnel and Facilities Management within the UK subsidiary of a major US 
computer company, Sperry Information Systems. In the midst of a significant 
process of planned organisational change a fire seriously damaged the company’s 
UK headquarters building, precipitating an organisational crisis. For the next six 
months the senior management of the company worked under great pressure but 
nonetheless successfully achieved their change objectives as well as surviving the 
crisis caused by the fire. None of the Directors had had prior experience of 
managing in a crisis of such magnitude. But, largely as a consequence of the quality 
of both formal communications and less structured conversations, that were informed 
by intuition and ‘feel”, between the directors and managers on both sides of the 
Atlantic, the crisis was weathered and a successful outcome achieved.
Shortly afterwards, a number of the directors and senior managers decided to move 
on and left the company. At around the same time, I contracted glandular fever and 
whilst convalescing decided to leave large company life altogether, working instead 
as a freelance consultant. At the time, I saw no particular connection between the 
recent company crisis and the change management experiences that the crisis had 
engendered and my choice to change the direction of my career. A seminar with 
Roger Stuart and Bill Critchley (1995) some fifteen years later caused me to reflect 
on the possibility and significance of such connections. Organisational members 
work within frameworks of expectations, values and structures, espoused theories 
and theories in-use that offer predictability, even in relation to the management of 
uncertainty. In circumstances of discontinuous change each of these frameworks is 
likely to be threatened, generating instability across the whole organisational system. 
Such instability, it was suggested by Stuart and Critchley, is likely to communicate 
itself to individuals within the organisation and to generate defensive responses of 
which they may or may not be conscious.
For me, these issues posed some intriguing questions. What is the experience like of 
taking the lead in driving significant processes of organisational change in today’s 
conditions of global uncertainty and fundamental and accelerating change? How
5
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does the change driver make personal sense of the change demands and address 
the equivocality that they may generate, within him or herself, just as much as among 
those members of the organisation who are impacted by the change but who 
exercise no control over it? What does the change driver learn from such 
experience? How does it affect him or her out of role? What meanings does he or 
she take from it?
1. (ii) Why the Study, Why this Researcher?
At a very early stage in this research study, a member of the faculty at the University 
of Surrey asked me why I was doing it. In retrospect this was a perfectly reasonable, 
indeed a necessary, question. However, at the time (the autumn of 1996) it took me 
by surprise. • I had spent the previous thirty years as a manager, a company director 
and as a management consultant. Since completing my undergraduate studies in 
1964, organisational change and development has been the pre-occupation of my 
working life, both as a business school academic and as an, “in the business 
practitioner", in the roles mentioned above. At the moment when the question was 
posed it had an impact upon me similar to that that which I imagine would be the 
consequence of asking an articulate aardvark to explain its preference for eating 
ants, provoking the response, “It is what I do” I might have added, “It is what I am”.
In the event, however, I explained that having been concerned with issues of 
organisational design, organisational change and the management of these 
processes, I had become increasingly interested in what was involved in acquiring 
the knowledge and skills required by those charged with making such processes 
effective. In the late nineteen eighties I had been part of a research team contracted 
by the Manpower Services Commission to conduct a study of the development 
processes available to and accessed by company directors in equipping them for the 
roles that they occupied (Mumford, Stradling and Robinson, 1987 and Mumford, 
Honey and Robinson, 1990).
In particular, this research was concerned to identify the contribution, if any, that had 
been provided by formal processes of management training and development.
One of the key findings of the research was that informal and unplanned processes 
were perceived by the participating directors to have been of far greater significance
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to their skill and knowledge development than had any formal or planned processes 
of training, learning and development.
The tools employed by the research team were based upon conventional survey 
methods of social investigation. These involved a stratified sampling frame, pilot 
studies and a rigorously designed and tested, semi-structured interview schedule. 
The latter was supported by a far looser series of open questions that the 
interviewers were invited to employ in order to generate additional supporting data 
and a narrative commentary from each participant. [Mumford, Stradling & Robinson, 
1987 and Mumford, Honey & Robinson, 1990]
In analysing the data, the research team was disappointed but not at all surprised to 
discover that the role of formal training and development was seen to have played a 
relatively insignificant part in the view of the director respondents in preparing them 
for the roles that they now occupied. These findings were entirely consistent with two 
other studies [see Handy (1987) and Constable (1987)] that had been commissioned 
at the same time to address similar research questions in relation to British managers 
in general rather than to the more limited group that company directors comprises.
However, for me personally, the impact of the responses of the company directors to 
the open ended questions put to them during the interviews, taken together with the 
“stories” that they had told the researchers as to how they came to occupy their 
director roles in the first place, was of even greater interest than were their responses 
to the central questions of the research. The timing of the research followed shortly 
after a significant shift had taken place in the management literature of the time. This 
was away from formal, theoretical texts, that were strongly influenced by the rational 
analytic models of operational research, so-called ‘scientific management’ and 
systems theory on the one hand [see: Ackoff, 1972; Beer, 1966; Emery, 1969; for 
example.] and by so-called human relations, social science and organisation 
development models on the other. [For example, McGregor, 1960; Likert,1961; 
Herzberg, Mausner & Snyderman 1959; Beckhard, 1969; Schein,1969; Woodward, 
1965.] This shift followed the publication of a study of the characteristics of 
successful American businesses by two consultants, Peters and Waterman (1982), 
from the McKinsey consultancy company.
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While not decrying the previous traditions of management writing, Peters and 
Waterman adopted what they claimed to be an integrative approach, drawing heavily 
on systems theory and introducing elements such as vision, beliefs, leadership, 
myths, values and tradition that had previously been given but limited attention in the 
formal literature. Furthermore, the authors shrewdly addressed their book to an 
audience of practising managers rather than to one of business school academics 
and their students.
“In Search of Excellence”, had a dramatic impact on management writing. Its 
success was followed by many other books in the same vein [for example: Deal & 
Kennedy, 1982; Moss Kanter 1983] and by the development of the phenomenon of 
the celebrity management guru, the expert’s expert on the paths that managers 
should follow in order to achieve business success. The growth of this phenomenon 
was matched by the development of a parallel literature involving the biographies of 
successful business leaders or the stories of successful companies (or of their 
downfall and failure) [see Harvey Jones, 1988; Carlzon,1987].
This new management literature appeared to me to convey the impression that 
successful business leaders and managers were to be seen as heroes, champions of 
exceptional talent and, possibly, having superhuman qualities. This was in marked 
contrast to my own experience as a manager, director and management consultant, 
which suggested that the profile of managers and directors was not unlike that of 
members of the population at large. In other words, while business did indeed 
produce its quota of exceptional people, they tended to cluster at one tail of a normal 
distribution curve. The other tail of the curve comprised incompetents, villains, 
bullies and other poor performers, while the great majority of managers were 
clustered around the mean and were much as other people in a population, with their 
mixture of strengths and weaknesses, but with the specific important difference that 
they carried very heavy loads of business, managerial and organisational 
responsibility. For this is “what they do”
I was struck by the “normality” of this majority of our research respondents and by the 
stories that they had told the members of the research team. Unfortunately, in my 
view, these stories while personally fascinating had no place in the formal report 
required by the commissioners of the research, beyond providing a few illustrative 
quotations. This struck me as being a great loss. The narratives were an immensely
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rich source of information. But each one was also a story of particular relevance to 
the individual storyteller, told from his or her own unique perspective and further 
“contaminated” by its impact upon and personal meaning for the individual 
researcher who had listened to and recorded it. These stories, while extremely 
important to the directors who told them and to the interviewers for whom they gave 
life to the facts with which they were being presented, could not be appropriately 
integrated within the text of a statistically based report.
I selected ten of the directors from the one hundred and fifty whose stories had a 
particular resonance for me and used aspects of their stories as the introduction to a 
book that focussed its attention upon experiential, work-based management learning 
[Robinson, 1992].
Throughout the periods of the research and the writing of the book, I had been 
continuing with my main work as a consultant and advisor to directors and managers 
who were involved in processes of significant organisational change and 
development. It was in this capacity that I, together with a colleague, presented a 
paper on the topic of transformational learning [Robinson and Hurley, 1996] at the 
research and development conference of the Association of Management Education 
and Development in 1995 to which I have referred on page 5.
My attendance at this conference represented something of a personal epiphany for 
me. During the course of the conference I attended a workshop conducted jointly by 
two researchers, one of whom was an academic from the University of Ulster, the 
other a business school lecturer and researcher who was also a psychotherapist. 
The theme of their workshop was an exploration of people’s experiences of 
organisational change and in particular of the language and metaphors that they 
employed in telling the stories associated with those experiences [Stuart and 
Critchley, 1995 and Stuart, 1995].
Considerable emphasis was placed upon the stressful and negative aspects of the 
processes of organisational change as experienced by those upon whom such 
change was imposed. From a systems theoretical perspective I had always, I 
thought, been sensitive to the likely negative aspects (both for the organisation and 
for the individuals within it) of the unplanned consequences of planned organisational 
change. Systems theory would suggest that a unit change in one part of a system
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will result in related changes in every other part of the system (as illustrated by the 
well-known story of the action of a butterfly in South America ‘resulting’ in typhoons in 
the China Seas). However, I had also assumed that organisational change was both 
inevitable and necessary. Given this, the roles of the change drivers and their 
advisors, amongst whom I numbered myself, was to attempt as far as possible to 
anticipate and to mitigate such negative consequences. At the same time there was 
a tacit assumption that all change is painful and that, “omelettes are not made in the 
absence of broken eggs”. The uncomfortable aspects of managing change might be 
reduced but could never be eliminated [Kilmann, Covin & Associates, 1988]. They 
were, in the view of my colleagues and myself and in the words of Oliver Cromwell 
on the execution of King Charles the First a “cruel necessity. ”
I found the conference workshop disturbing. It suggested to me that the research 
report of the study of directors had lost a great deal in screening out the richness of 
the stories that each director had told the research team’s members, in favour of an 
objective interpretation of the more general significance of their learning experiences 
(expressed in tabular and statistical form). Similarly, much of the organisational 
change work upon which my clients and I were engaged, might be considered 
similarly to have screened out an adequate concern for those impacted by the 
changes that were implemented as a consequence of our work. While we may have 
engaged outplacement agencies and counsellors to assist the passage out of the 
organisation of those whose services were no longer required, we had paid scant 
attention to the consequences for those who “survived” the changes and we did not 
formally weigh the possible costs to them and to the organisation other than in terms 
of the possible impact upon their performance.
Following the conference, I determined to address this lacuna in my work. I read as 
widely as I could around the subject of organisational change from different 
perspectives from among writers other than those who appeared currently to 
dominate the management literature [Moss Kanter, 1989 & 1995; Hamel & Prahalad, 
1994; etc.].
This wider reading introduced me to the work of Kets de Vries (1995); Noer (1990); 
Hurst (1993), O’Neil (1993)and others each of whom was concerned with the 
possible negative consequences of aspects of organisational change and their 
impact upon an organisation’s members. Later, I cast my net still wider to encompass
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the writings of Frankel (1964), Vaill (1996) and Weick (1995) exploring their concerns 
for learning, meaning attribution and sensemaking in relation to such experiences.
This encouraged me to reflect upon the implications for my own current practice as a 
consultant and change agent and on my previous experiences as a manager and 
company director with responsibility for the planning and implementation of changes 
within the organisations of which I was a member.
These experiences, readings and reflections suggested to me that there is a 
considerable body of literature on the impact of organisational change upon those 
who were its beneficiaries, its heroes or its “victims”. But they also indicated that 
very little appeared to be written about the experiences and consequences for those 
who initiated and drove the changes through their organisations, from initial diagnosis 
to implementation, other than from the perspective of the post-Peters and Waterman 
‘heroes and champions’ management literature and the biographies of so-called 
“Super-Bosses”. This body of literature, while acknowledging some of the negative 
consequences of organisational change, tended to be more concerned to 
demonstrate how the heroic role models had successfully overcome such 
consequences, for their businesses and, more cynically, perhaps, for themselves.
This caused me to ask myself how these less palatable consequences, as well as 
any positive business outcomes, might be experienced by those driving the changes 
while the change process was in progress, rather than as a consequence of post­
change reflection and, possibly, rationalisation.
These reflections led me to my initial proposal for the present research:
1. (iii) Initial Research Questions
The subject of this research is the experience of organisational change by those who 
are required to drive it. As mentioned above, numerous studies have been 
undertaken in the area of change management and the literature on the subject is 
considerable. However, little of this research appears to have been carried out from 
the perspective of those who determine that change is imminent or necessary and
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who are then held accountable by their organisations (senior management or board) 
for driving such change from an initial concept through to implementation.
Writers such as Noer, (1993) and Kets de Vries, (1995) have emphasised some of 
the dysfunctional aspects of major organisational change, especially as it affects 
those who survive change that involves significant job losses as a consequence of 
mergers, business process re-engineering [Hammer & Champy (1993), or 
‘downsizing’. Other writers have sought to differentiate evolutionary or 
developmental change from that which they describe as ‘transformational’ (Barrett
(1998); deGeus (1997); Gouillart & Kelly, (1995)], though, there is little commonality 
of view as to what such transformational change actually entails, [Tosey & Robinson
(1999)].
However, there does appear to be a level of consensus that all organisational 
change, including that which is generally welcomed by organisational members as 
being positive and in their best interests, carries with it a level of stress, anxiety and 
pain which is potentially damaging to them [Stuart (1995); Kilmann, Covin and 
Associates,( 1988]). The requirement for change in an organisational setting implies 
a perception on the part of the driver(s) of such change that there is dysfunctionality 
in, or dissatisfaction with, the organisational system’s effectiveness relative to its 
context. If one considers organisations as purposive systems, then this purpose is 
either perceived as being under threat or as not being adequately served in terms of 
some standard or other. Such a standard may be explicit or implicit. Change viewed 
in this way represents a response in a purposeful, adaptive system to stimuli 
originating within the organisation’s environment and generating instability and, 
therefore, uncertainty within the boundaries of the organisational system itself. Prima 
facie, the degree and extent of such instability and uncertainty would seem to depend 
on how “tightly or loosely coupled” Weick, (1995) the organisation is with the larger 
systems network of which it forms a part. It depends furthermore on, how tightly or 
loosely coupled the organisation’s own subsystem components are to one another.
The starting point for this research is, then, a concern with those who determine the 
processes involved in the management of the instability and uncertainty that arise at 
the boundaries between the organisation and its environment on the one hand, and 
with its subsystem components [Miller and Rice, (1967)] on the other, and which are 
associated with organisational change. Galbraith (1977) and (2000) has argued that
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a crucial function of the directors and senior managers who have responsibility for 
the implementation of planned organisational change is the mitigation of the negative 
consequences for the organisation of both the planned and unplanned outcomes of 
such change. I have already suggested that from a systems perspective such 
negative consequences are inevitable, since change introduced into one part of a 
system will bring about related dynamic change in all of the others. Not all of this 
change can be anticipated and, therefore, planned. In consequence some of it will be 
unanticipated and be likely to have negative outcomes. Other negative outcomes 
may have been anticipated but have been considered as necessary costs of the 
change.
It would seem highly likely that some of these negative outcomes would have an 
impact upon or significance for the directors who drive the changes, but very little 
seems to have been written about their particular experiences, the consequences 
and what they learn from them. That there is little written about the role of company 
directors at all is confirmed by Garratt (1996) and by Lines (2003). Some of the little 
that has been written about the role of directors and the learning involved in their 
acquiring the knowledge and skills associated with the positions that they occupy, 
came about as a result of the two research projects in which the author participated 
as a researcher during the nineteen eighties; Mumford, Robinson and Stradling, 
(1987); Mumford, Honey and Robinson, (1990), and Mumford, (1988). While this 
research provides valuable background to the present study, it did not specifically 
concern itself with organisational change, nor did its published outcomes pay 
particular attention to the learning experiences of the individual directors. The focus 
of concern was more with the identification of emergent patterns in the learning and 
development of directors in general.
Such personal learning and the sense that the change driving directors make of it 
provides the focus for the present research. It involves a study of the experiences of 
nine ‘Change Drivers’, each of who has been accountable for driving through a 
process of significant, sometimes radical, change within his organisation. Each of 
the nine is Chief Executive, Chairman or a Director of the organisation undergoing 
the change and, therefore, has had some accountability for its outcome.
At the time that I began my research I sought to address the following questions:
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• What is the nature of the experience for the change driver of 
driving a process of major change through an organisation?
• How do those who drive such changes make sense of their 
experiences? What meanings do they ascribe to them?
• What personal learning do they associate with the change 
experience?
• What are the consequences of such learning for the change 
driver?
In order to address these questions, I met regularly with each of the nine change 
drivers over periods of between eighteen months to four years, engaging with them in 
a process of semi-structured and ‘conversational’ interviews and dialogues, (Dalton, 
(1959).
1. (iv) Researchers and Practitioners: Interpreting Organisational 
Change from the Perspectives of Change Agent, Manager, 
Director and Researcher
Conducting the research in this manner has involved me in a significant change in 
my approach and method from that which I had employed over many years in my 
previous research experiences. It has caused me to move from a familiar, action 
research frame of reference, founded upon what I might label a “positivist” 
methodology, based on observing, modelling and measuring, towards one which is 
rooted in qualitative, phenomenological methods, involving engagement and 
reflection at a deep and personal level and, in some senses, sharing the experiences 
of the directors upon whom the research focussed as they were having them. This 
put me in touch with and caused me to reflect upon my own experiences of 
organisational change, past and present, positive and negative both as a director and 
as an agent.
From a perspective from which I regarded the hallmarks of “proper” research as
objective inquiry within which the researcher strives to place him or herself in the
position of neutral observer, I have now come to experience a research process as
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one that is intensely personal. As such, it is one in which the researcher’s own role, 
motivations and perspectives are actively involved and need to be subjected to the 
same scrutiny and critical examination as are the methods that he employs and the 
conclusions that he draws from his research efforts. With Reason (1988) and his 
colleagues I feel, “that the reader of a research report needs to know as much as 
possible about the perspective of the primary researchers”. Though, I would add that 
this should avoid descending into self-indulgence and that to avoid this is likely to 
require the involvement of “neutral” third parties (although these too can never be 
entirely neutral).
It is also important to acknowledge that the research represents a progression in my 
personal interest in, and experience of, processes of organisational change. This 
experience has been developed over a period of some thirty five years as a 
researcher, as a consultant practitioner and, for some of those years, as a director of 
an organisation which was itself going through a period of radical change in which I 
played a driving role, albeit not the major one.
Addressing questions about the change drivers’ “sensemaking” and the “meanings” 
that they associate with the processes in which they are engaged requires me to 
clarify, to explore and to offer definitions of the manner in which such terms are used. 
It also raises further questions about the language(s) associated with particular roles 
and as used by the individuals who figure in the research, not least the researcher 
himself -  i.e. me. This has required me to move out of my comfort zone of familiar 
disciplines in order, on occasion, to glimpse briefly into worlds that have previously 
been unfamiliar to me - such as those of social anthropology and cybernetics [Beer, 
(1966); Bateson (1973); Leach (1976), neuro-psychology [Luria (1973); Sacks (1985) 
and (1995) and Greenfield (1997), Integral psychology, Wilber (1999) and (2000), 
and the “separate realities” ot writers such as Castaneda (1971). I felt that it was not 
sufficient to explore the academic literature relevant to my field of study. Although 
this was necessary to inform my research methodology and approach against those 
employed by other researchers in my area of interest, I felt it had little or nothing to 
do with the immediate, life-world experiences of the directors who were the subject of 
my study.. Directors as managers and leaders have been extensively written about 
within (though they have not necessarily read) the burgeoning literature on 
management and leadership to which I have already made reference. Writers such 
as Bennis and Nanus (1985) and Kets de Vries (1995) have written from both the
15
Change Drivers
heroic and the pathological' perspectives in studying the roles of directors and senior 
managers as leaders and change drivers. For example, Bennis has concentrated on 
an attempt to identify the characteristics of successful leaders in organisations 
(1989), (2001), and (2002) while Kets de Vries (1984) and (1995) has, until recently 
at least (2001), tended to consider those aspects of the roles of directors and senior 
managers that may lead to failure and even personal breakdown. But I would argue 
that in these studies the change drivers appear to be more the generic objects of 
study rather than their subjects since, like my own earlier studies, it is their common 
characteristics that are the focus of attention rather than the specific experiences of 
the individuals who exhibit such characteristics.
I was also very much aware of the fact that my interest in the experiences of the 
change driver directors and the ways in which they made sense of them was strongly 
influenced by my own experiences as a Director of Human Resources within an 
American owned, international computer company during the nineteen seventies and 
eighties. In studying the sensemaking processes of the change driver directors in 
relation to their personal experiences, I was also endeavouring to shed some light 
upon and develop a greater insight to my own experience.
This is a particularly challenging course to take because, of course, it raises the issue 
of researcher objectivity. Quite clearly, I have an agenda that is not limited to the 
objective study of and reporting on the sensemaking experiences of the nine 
directors. Equally clearly, I have been engaged in sensemaking processes of my 
own, which gives the research something of the same flavour of the success and 
failure categories to which I have referred in relation to Bennis and Kets de Vries. But 
need this agenda compromise the validity of the research?
Concerns about the possibility of genuine researcher objectivity have dogged social 
inquiry for many years. From Mannheim (1936):
Only in a quite limited sense does an individual create out of himself the 
mode of speech and thought we attribute to him. He speaks the language 
of his group; he thinks in the manner in which his group thinks. He finds 
at his disposal only certain words and meanings. These not only 
determine to a large extent the avenues of approach to the surrounding 
world, but they also show that at the same time from which angle and in 
which context of activity objects have hitherto been perceptible and 
accessible to the group or the individual
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to Capra (1991):
The patterns scientists observe in nature are intimately connected with 
the patterns .of their minds; with their concepts, thoughts and values. 
Hence, the scientific results they obtain and the technological 
applications they investigate will be conditioned by their frame of mind. 
Although much of their detailed research will not depend explicitly on their 
value system, the larger framework within which this research is pursued 
will never be value free. Scientists, therefore, are responsible not only 
intellectually but also morally
These views gave me some measure of comfort, they also suggest that the sources 
of my approach and personal research agenda need to be made explicit -  insofar as 
I am aware of them and they are accessible to me.
Therefore, I need to provide a reflective description of my background as a 
researcher and of my involvement with the subject, leading up to the research 
questions (summarised on page 14) that gave rise to the research study reported 
here. The purpose of this description is to indicate “up-front” my understanding of the 
reasons for:
a) my passionate interest in my chosen research topic 
and
b) the significance, meanings and learning involved both in the research 
itself and in the methodological shift that it has required me to make.
and
c) to provide satisfactory answers to the questions raised at the beginning of 
this chapter -  why the study and why this researcher?
The earlier studies of directors in which I was engaged during the late nineteen 
eighties raised a great many questions for me in relation to my own role as a 
company director and concerning the developmental processes that had brought me 
to it. So while it would be disingenuous to cast myself in the role of a neutral, 
independent observer, I have inhabited the world of my research for many years and 
so have personal knowledge and experience of many of the issues and questions 
that it raises. I do not, therefore, consider myself neutral in relation to my research
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-questions. But does this disbar me from exploring them? The answer must be that it 
does not, though it must necessarily circumscribe my choice of research method.
I have found the role of company director to be extremely challenging and often 
confusing. I have endeavoured, therefore, to keep the adage that cobbler’s children 
are likely to be those worst shod close to the forefront of my mind while conducting 
the present study.
Although the common route to occupying the role of director is frequently through 
having gained experience as a manager, the director’s is not strictly speaking a 
managerial role. When the role is non-executive within a publicly listed company, to 
exercise managerial authority would be seen to run counter to the requirements of 
good governance, since a key responsibility of such directors is to provide a check 
and balance on the functions of the executive (the management) in the interests of 
the shareholders and the public. For the executive director on the board of the same 
kind of company the distinctions between the role of director and that of manager 
have come to be blurred. By the time one is considering the role and accountabilities 
of an executive director of the local subsidiary of a multinational company, without a 
seat on the board, or the proprietor and managing director of a small private 
company, the differences between the accountabilities of a manager and a director 
are probably limited to the letter’s additional legal liabilities for maintaining the 
solvency of the enterprise and meeting its legal obligations.
Of the nine change drivers in the present study all but one carried the formal title of 
“director”. The one person who did not have the director title was the chief executive 
of a public authority. Their roles and responsibilities varied considerably as some 
were on the main boards of their companies, some were not. Some had multiple 
directorships some had only one. However, each director had or was about to 
acquire responsibility for overseeing a significant piece of organisational change that 
would occupy his attention over an extended period.
1. (v) Change Drivers as Meaning Makers
“We live in lives filled with meanings and one of our life challenges is to 
manage those meanings so that we can make our social worlds coherent 
and live within them with honor and respect”
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Barrett Pearce, “Where CMM came from’’ 
Seminar Paper, San Mateo, California,
August 1999
In posing the initial research questions in terms of “the nature of the experience of 
change for the change driver” and in asking how the change drivers “make sense of 
their experiences” and “what meanings” they ascribe to them, I was conscious that I 
was moving into areas of inquiry that were very different from those with which I had 
been familiar for many years. First and foremost, I was used to posing questions the 
answers to which could be expressed in quantitative terms. For example, what 
percentage of à sample of one hundred and fifty, main board directors from British 
companies had acquired a formal business qualification? How many came from an 
accountancy background? What proportion of these directors considered that formal 
management education had contributed to their effectiveness as a director? The 
answers to these questions can be expressed quantitatively. It is also possible to 
determine whether the pattern of responses is significant, in statistical terms. But it is 
not possible to determine what the responses to such questions mean to the 
individual respondents. This is not to say that the responses are not useful or 
important. They can be extremely helpful in the development of plans, for example, 
as to where the focus of a management development budget should be. But they do 
not tell us anything about the significance of the responses to the respondent him or 
herself.
It was, therefore, clear that a different approach would be required in undertaking my 
inquiry and that the nature of that approach would be dependent upon what 
meanings were attached to key words and phrases in the research questions 
including the word ‘meaning’ itself. Similarly the words ‘learning’ and ‘sensemaking’ 
would require clarification
Each of these words represents a considerable body of knowledge and area of study 
in its own right. But it is also necessary to locate their relevance and meaning within 
the context of organisational change. For the purpose of the current research, 
therefore, this section explores uses of the words in the context of organisation, 
management and organisational change and offers the working definitions that were 
employed as the study progressed.
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For the past twenty or more years Warren Bennis and various colleagues have been 
studying the qualities that make for effective leadership [Bennis & Nanus, (1985), 
Bennis (1989), Bennis and Biedeman, (1997), Bennis and Thomas, (2002). In each 
of these studies, Bennis places great emphasis on the crucial role that the 
organisational leader plays in communicating meaning to organisational members. 
Meaning that leads to the generation of common understanding as to organisational 
purpose, direction and of the factors that differentiate “this particular organisation”, or 
more specifically, “this particular goal”, from all others. For example, Bennis and 
Nanus (1985) suggest that
all organisations depend on the existence of shared meanings and 
interpretations of reality, which facilitate co-ordinated action. The actions 
and symbols of leadership frame and mobilize meaning, (p. 30).
Later they argue that,
Leadership creates a new audience for its ideas because it alters the 
shape of understanding by transmitting information in such a way that it 
‘fixes’ and frames tradition (p.42).
In expressing such views Bennis and his colleagues echo the much earlier thinking of
Mary Parker Follett who, in the early nineteen forties had written that,
the most successful leader of all is one who sees another picture not yet 
actualised. He sees the things which belong in his present picture which 
are not yet there
(Mary Parker Follett, (1941); pp 143-144).
In a similar vein Guy Kawasaki (1991) describes the role of an organisational 
evangelist (an interesting alternative label for leader or change driver) as meaning 
one who is capable of, “transforming a vision -  that is an insight that is not yet 
perceptible to most people -  into a cause and getting people to share that cause”.
(Kawasaki, (1991) p.4).
Among these management writers there is a consensus then that a key contribution 
of organisational leadership is the generation and maintenance of shared meaning 
and a common understanding among organisational members, where either such 
meaning or understanding did not previously exist or where it is different from the 
leader’s perception of what it now needs to be.
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The nine change driver directors who are the focus of the present research study 
were each placed in the position where they had responsibility for developing, 
designing and causing, a significant change in their organisation to be implemented. 
Each occupied a leadership role and, therefore, in the view of Bennis, Parker Follett 
and Kawasaki had responsibility for communicating the change “meaningfully” to 
those who would be affected by it. My concern was with the processes by which they 
derived or generated such meaning so that it was capable of being communicated to 
others. By what processes did the change become meaningful to the change drivers 
themselves? What did they take into themselves from the change process that could 
then, “imbue effort with meaning,” for other organisational members? [Bennis and 
Biederman, (1997)]
The origins of such meanings lie in the experiences of the change driver himself. 
Therefore, a study of the meanings’ origin is a study not of fact but of the descriptions 
of the experiences associated with meaning making by those who have had them, 
together with the observations and responses of the researcher who requested them 
to describe their experiences.
Gabriel (1998) states that, “it is vital to distinguish between description which deals 
with facts-as-information and stories which represent facts-as-experience for both 
tellers and listeners” (p.101 ).
In pursuing this area of inquiry, there is an inevitable tension between the enquirer as 
‘objective observer’ and the experience of meaning generation on the part of the 
change driver. Detachment is granted only to the outsider. But in this case, what is 
the value of such detached observation from a distance? Only the person ‘inside’ 
knows and his or her judgement is unlikely to be objective, as his evaluations are 
necessarily biased and may well be out of proportion. However, the effectiveness of 
the change driver is likely to be at least to some extent a function of the meaning with 
which he imbues the change for which he has accountability. Prior to its being 
communicated and shared, this meaning is something that is unique to the individual 
Frankel (1987), suggests that “man’s search for meaning” \s a primary force in his life 
and not, “a secondary rationalisation” of Instinctual responses.
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This meaning is unique and specific in that it must and can be fulfilled by 
him alone; only then does it achieve a significance which will satisfy his 
own will-to-meaning, (p.99).
Frankel sees the phenomenon of the will-to-meaning as being a core characteristic, a 
distinguishing feature of a person’s humanity.
The meaning of life differs from person to person, from day to day and 
from hour to hour... what matters, therefore, is not the meaning of life in 
general but rather the specific meaning of a person’s life at a given 
moment (p.110).
In the context of the present study, this specific meaning is that which is attributed by 
the change driver to the particular change for which he is accountable at the point at 
which he is being questioned by the researcher about it. What may be recorded is 
the shared meaning generated in the dialogue between researcher and change 
driver. The study of this experience may occur at various levels. For example, in 
terms of the experience itself, as described by the change driver; or in terms of the 
meaning of the experience as shared between the change driver and the researcher; 
or in the effort made by the researcher to find meaning in the personal experiences 
related by the change driver, in other words, in relation to the researcher’s own will to 
meaning.
In entering this mode of inquiry, it now became clear once more, though from another 
perspective, that it would be necessary to employ methods that were very different 
from those that the researcher had used in the past. It required a shift from a 
positivist, quantitative research platform to one that was qualitative and, probably, 
phenomenological.
This necessitated a further exploration of the notion of ‘meaning’ in the context of 
organisational change.
Bateson suggests (1972) that, “’meaning’ may be regarded as an approximate 
synonym of pattern, redundancy, information and restraint within a paradigm”, (p. 
103). He illustrates this by suggesting that any aggregate of events or objects may 
be said to have meaning if the aggregate can be divided in any way by a forward 
slash (/) such that someone perceiving only what is on one side of the mark can
22
Change Drivers
produce, or guess, with better than random success what lies on the other side of the 
mark. For example, in the context of the present study:
(a) “The Indonesian currency has collapsed/the targets for the European 
Division will be raised”.
(b) “This year’s profitability has exceeded all forecasts by at least twenty per 
cent/my job is secure in the medium term”.
But Bateson rightly links meaning to its context. To the change driver director who is 
Vice President of the European Division’s Operations, the second element of the first 
aggregate statement is obvious because of his understanding and familiarity with the 
context and global sensitivities of his corporate board in New York. To the Chief 
Executive of the company referred to in the second aggregate statement, however, 
the second element in the statement may also have appeared obvious. But, possibly 
because of this, an alternative second part could come into play thus:
This year’s profitability has exceeded all forecasts by at least twenty per 
cent/the major shareholder is therefore likely to make a bid for at least 
fifty-one percent of the company’s shares/my job is insecure in the 
medium term.
Clearly, the meaning attributed to the first part of the aggregate statement is 
contingent upon one’s awareness of and sensitivity to the particular context within 
which the statement is made.
Bateson illustrates this point with the story of the mother who rewards her son with 
an ice cream every time that he eats his spinach. Bateson’s question to his students 
concerns the additional information that they believe they will require in order to 
predict whether the child would come to:
“(a) love or hate spinach
(b) love or hate ice-cream
(c) love or hate mother”
He states that, having tried this question on one or two groups of students it became 
clear that any additional information that was required by his students all related to 
the context within which the mother and son’s behaviour took place. He writes (p. 
23):
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In fact, the phenomenon of ‘context’ and the closely related phenomenon 
of ‘meaning’ defined the division between the ‘hard’ sciences and the sort 
of science which I was trying to build.
This was precisely the kind of science into which the researcher was concluding that 
he had to venture.
So the class of meaning for which this research is searching, is concerned with the 
goals and expected outcomes of the change processes driven by each director, as 
they are perceived by the director himself and which he endeavours to communicate 
to other organisational members in the expectation that it will generate purposive 
action on their part that is itself directed at bringing about the change for which the 
director himself is accountable. It is also concerned with exploring how such meaning 
may itself change in response to discontinuities in the context or environment within 
which the change process is located.
1. (vi) Directors as Learners
In turning to the second key word in the research questions: ‘learning’, I must revisit 
one of the earlier studies in which I participated that was concerned with director 
development [Mumford, Robinson & Stradling, (1987)]. In this study it was observed 
that when the word ‘learning’ was used in relation to the individual directors 
themselves, It appeared to generate negative associations in the responses of many 
of those who were involved in the study. These negative associations were along the 
lines that learning equals learned, equals academic, equals impractical. For other 
directors the word was seen to generate associations that learning equals learner, 
equals inexperienced, equals unqualified, equals incompetent. Yet it was also clear 
to the researchers that many of the directors who appeared to hold such associations 
were both learned and consummate learners, notwithstanding their discomfort with 
the specific term ‘learning’.
In the United Kingdom much of the writing on the topic of management learning (and 
once again it is necessary to emphasise the managerial context within which this 
study is located) has been strongly influenced by the work of David Kolb (1971) and 
(1985). Kolb suggests that learning involves a four-phase loop as follows:
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1: Concrete 
Experience
4: Active 
Experimentation
2: Reflective 
Observation
3: Abstract 
Conceptualisation
Figure 1.1
Kolb argues that a major problem with didactic approaches to learning is that they 
place undue emphasis upon the second and third stages of this learning cycle. 
Similarly, much experiential learning is inefficient because it fails to reinforce the 
learning opportunities that are provided by phases one and four through the 
processes of reflection and theory building that characterise the other two phases. 
Two British consultants, Alan Mumford and Peter Honey, have developed a tool, 
which they suggest can be readily applied in a wide variety of management learning 
situations and which provides both educator/trainers and learners with a level of 
insight into how well the latter may utilise each of Kolb’s different phases. The 
authors achieved this by designing a self-scoring questionnaire that enables those 
completing it to assess their preferred learning styles [(Honey and Mumford, (1982)].
In developing their Learning Styles Questionnaire (LSQ), Honey and Mumford 
adapted Kolb’s model in order to make it more widely accessible to a managerial and 
training practitioner audience. They identify four learning styles, each of which is 
associated with one of Kolb’s four phases, thus:
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1 : Concrete Experience 
Activist
4: Active Experimentation
Pragmatist
2: ReflectiveObservation 
Reflector
3: Abstract Conceptualisation
Theorist
Figure 1 .2
The LSQ has become a very popular tool associated with a wide range of managerial 
learning and development processes.
In 1985, the business school with which I was associated was invited to tender for a 
Manpower Services Commission funded research contract to study the learning 
processes that directors of U.K. companies perceived as having been of value to 
them in their careers and, in particular, in preparing them for the role of director. The 
project formed part of a wider programme of government funded research into issues 
of management education, development and learning involving separate studies 
undertaken by two other researchers, Handy, (1987), and Constable, (1987).
The tender put forward by the business school was successful, and an 
interdisciplinary team of three practitioners was put together to carry out the 
research. The team was led by Alan Mumford, a specialist in management 
development and training, with the involvement of Don Stradling, a human resource 
management professional, main board member of a major construction company and 
a Council member of the Confederation of British Industry (CBI), and myself, a former 
company director but at that time an organisation development consultant with 
considerable previous experience of action research.
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The interdisciplinary nature of the team was and is important. Company directors 
form an exclusive or elite group and, as Lines has pointed out, this group has not 
readily lent itself to study by 'oufs/cfers'(Lines, 2003).
Lines quotes from Coulson-Thomas (1993) who observes that,
Directors can be resentful of, and become annoyed with, people who 
suggest that they are not entirely competent, when the inference comes 
from those who are not directors, and especially when it comes from 
‘specialists’ or ‘trainers’.
The members of the research team were particularly conscious of the potential for 
resentment or rejection on the part of the population that they had been asked to 
study. But, at the same time, it was felt that the team members had some 
advantages when compared with many other researchers. Mumford had been an 
adviser to Sir Michael Edwardes and to the board of Chloride (a major manufacturing 
company); Stradling was a main board member of the Laing Group and a council 
member of the CBI; while I had been, until recently, a director (as Director of 
Personnel and Facilities) of the UK subsidiary of a major American computer 
manufacturer. In addition, all three members of the research team were active 
members of the Institute of Directors, which though at that time not a formally 
accredited professional body, at least offered us some credibility as members of “the 
same club” as the directors who were the subjects of our research.
Therefore, we had prima facie acceptability to our research population insofar as we 
could claim to be members of their own reference or peer group. However, it could 
also be argued that as such we could not be considered to be independent observers 
of that population. But, as such concerns are endemic to the process of action 
research and participant observation, we felt that we were able to build adequate 
counters to such arguments into our research design. Similarly, we countered 
Coulson-Thomas’ suggestion that research such as ours could be seen as 
questioning the competence of the directors whom we were studying, by the 
expedient of asking them to describe the learning processes by which they felt they 
had acquired the competencies that they required in order to function effectively as 
directors, leaving questions about the level and degree of such competence 
unasked.
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Following an initial pilot study, a semi-structured interview schedule was developed. 
Using this schedule the members of the research team interviewed one hundred and 
forty four directors in forty-one different companies. The companies in the study were 
selected to cover a range in size (as determined by their number of employees and 
level of financial turnover). The companies in the largest group included British 
Telecommunications, BP and IBM, while the smallest company in the study was a 
privately owned printing company employing less than thirty people in the City of 
London. The companies were widely dispersed across the United Kingdom.
The main findings of the study may be summarised as follows:
• Most directors stated that they had acquired the knowledge and skills that 
they considered necessary to successful performance in their job through 
a mixture of relatively accidental and unstructured processes. Systems of 
formal management development had not been widely influential.
• Systems of formal management development were, however, quite 
frequently to be found within the organisations of which the participants in 
the study were directors. But in a high proportion of these companies 
these systems were seen to have failed in whole or in part. This was 
believed to have been particularly the case where they were perceived as 
being detached from the immediate, “real world”, concerns of managers 
and directors, not regarded as being directly related to the business 
processes in which they were involved and where they were felt to have 
offered too little in terms of a return to those participating in them.
• In some cases it appeared that formal development systems had failed to 
realise their potential because they had not been designed to meet a 
clearly defined set of measurable objectives. As a consequence neither 
the organisation nor the programmes’ participants were able to clearly 
articulate their results and benefits.
• Informal management development processes were reported much more
frequently. These processes included the impact of key bosses early in a
director’s career, sometimes formally as a mentor or coach but more
frequently as a consequence of having been in the right place at the right
time. They also included what are later in this study described as
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“crucible” experiences, such as surviving a personal crisis, being given a 
project that appeared to be beyond their current competence and bringing 
it to a successful conclusion, or being a member of a successful project 
team that had stretched and challenged them. The learning and 
development associated with such processes was fortuitous, having not 
been planned or seen as a part of any objective lying behind the 
experience.
• In a very few organisations, the directors were able to show how their 
performance had been shaped significantly through a systematic process 
of development that was formally integrated with the needs of the overall 
business with the clear and demonstrated commitment of the directors 
who had been at the top of the organisation while they were developing 
their careers.
• In 1986, when the study was conducted, less than 10% had obtained a 
formal managerial or business qualification (other than in accountancy). 
Only five of the one hundred and forty four possessed an MBA degree. 
The figures are likely to be somewhat different now, nearly twenty years 
later, and the Institute of Directors has recently introduced a chartered 
qualification in company direction.
It seemed to the members of the research team that three distinct models of 
management development were reflected in the experiences of the directors involved 
in the study:
Model 1: “Informal Managerial” where the learning process was
largely accidental.
Such learning occurred:
- within the context of daily managerial activity
- where the explicit intention was task performance
- where there were no explicit development goals 
in the absence of any clear plan
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Model 2:
Model 3:
It was also unstructured but its benefits were clearly ‘owned’ by 
the manager or director involved, who was able to articulate 
both the experience and the learning and development 
benefits derived from it.
The learning experience was real and direct but largely 
unconscious at the time (i.e. it was recognised as a valuable 
learning experience only in retrospect) and relatively inefficient.
“Integrated Managerial” where the learning process was 
largely opportunistic.
Such learning occurred:
- within the context of daily managerial activity
where the explicit intention involved both task
performance and the achievement of defined
development objectives
- where the activity was structured in terms of
development by both boss and subordinate
It was also planned in advance and reviewed subsequently in 
terms of its developmental benefits, it was jointly ‘owned’ by 
the participating manager or director and his or her boss who 
were both able to articulate the experience and the learning 
and development benefits that had been derived from it.
The learning experience was real, direct, self-conscious and 
substantial.
“Formal Management Development” where the learning 
process was planned in advance as part of an overall 
programme.
Such learning occurred:
- away from the participant’s daily activities
- with clearly specified developmental objectives
- with a specific learning and development intent
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- having been structured for development purposes 
by professional practitioners in management 
development.
It was also planned in advance and reviewed subsequently in 
terms of its developmental benefits; it tended to be ‘owned’ 
more by the developers than by the managers or directors 
participating in the processes.
The learning was real, indirect and self-conscious, but was 
seen to be disconnected from the job itself.
The research report, Mumford, Robinson and Stradling, (1987) concluded that most 
of the learning experiences reported by the one hundred and forty four directors 
could be described in terms of Model 1, while the relatively few managers who had 
experience of Model 2 type learning seemed to regard it as having been particularly 
effective. This was because of its formal links to specific business needs and 
because the experience had declared developmental and business objectives that 
were formally reviewed following the experience itself. The report went on to develop 
arguments for greater investment in Model 2 type development processes and to 
point out some of the shortcomings of Model 3 because of their apparent 
disconnection from the, “real business world experience "of their participants.
Turning from the learning processes that the directors had employed in order to 
acquire the knowledge and skills that they deemed necessary to performing their 
roles, the research team asked them to identify the particular skills that they 
considered were required of them in the fulfilment of those roles. To avoid an over 
concentration on their specialist functional skills as directors with responsibility, for 
example, for finance, sales, production, human resources etc. they were asked to 
concentrate their attention on the skills that they felt they required to enable them to 
act effectively as members of the company board, its corporate decision making 
group. Many of the directors commented that it was the first time that they had really 
considered the question of what the particular skills were that they required in order 
to be effective in this aspect of their role. They certainly had not thought deeply about 
the processes that they had employed to acquire them.
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However, from their comments, it was deduced that the following skills and 
behaviours were judged to be particularly important at board level:
■ A capacity to envision a strategic direction
* The ability to take a corporate view, as opposed to representing a
function or division of the business
■ The ability to absorb and to recall large quantities of data without 
losing sight of broader issues
■ A willingness to concentrate on planning the future rather than on 
managing the present
■ A facility to develop and “manage” external relationships -  to 
“network”
■ The ability to work effectively in different organisational and 
international cultures
■ The capacity to influence others who wield as much (or more) 
power than oneself
■ A preference for delegation above personal action
■ A capacity to build effective relationships with non-executive 
directors
We then asked the directors to describe how they had gone about acquiring these 
skills, if they felt that they had them, or how they thought that they might acquire 
them if they felt that they needed to develop them. The directors tended to tell brief 
stories or anecdotes about experiences that they had had, which had helped them to 
develop such skills. In most of these stories, the learning experiences involved 
learning from concrete experience, frequently a crisis (personal or organisational), or 
from particular situations or problems that they had found challenging. In a few cases 
mention was made of significant role models whose style and behaviours had been 
closely observed and modelled (or consciously avoided) by the director. The role of 
formal or planned learning was rarely mentioned at all.
It was also interesting to me that given the interest in the management literature of 
the time that was being shown in the management of organisational change, that it 
did not feature specifically as a perceived skill requirement of directors. Yet the 
exercise of those skills associated with planning the future, keeping broader issues
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than immediately presenting problems in view were, it seemed to me, precisely those 
that were likely to result in a drive for organisational change.
I was particularly struck by two further important aspects of the research report’s 
conclusions that seemed to be missing or under-stated. The first of these is the tacit 
assumption that there exists a body of relevant knowledge that is both available and 
transferable to individuals occupying, or about to occupy, the position of director in 
British companies, regardless of the size of the business, whether this is measured in 
terms of numbers of employees, or annual turnover. This assumption has been 
rightly and significantly challenged by various writers since the research report was 
published (Ref: Garrett and the AMED Report). It is also reflected in Mitroff and 
Linstone’s (1993) observation that:
While there is often much argument and heated debate between various 
individuals and groups over who has ‘the single best’ or ’the right model, 
very few individuals or groups doubt that ‘out there somewhere the 
definitive book, expert or mathematical model on leadership exists.’ In 
essence, the fundamental assumption is that critical human problems can 
be reduced to a formula, a cookbook of mechanical procedure. The trick 
is to find the right model and apply it correctly. (Page 43)
The second aspect that struck me as missing, was that although the somewhat 
random nature of the learning experiences that we took to characterise Model 1 were 
certainly inefficient when taken as a whole, they nevertheless included some 
experiences that were extremely powerful, that remained at the forefront of the 
consciousness of those who had experienced them long after the experience had 
occurred and in some cases they were felt to have been life changing. It is 
experiences such as these have come to be regarded as critical “crucible” 
experiences by Bennis and others [Bennis and Thomas (2002)].
A number of other issues emerged from the research process, which are of 
relevance to the present study. First of all, the research took place during a period 
when, as has been noted earlier, a considerable amount of popular management 
literature was being published that was characterised by what might be described as 
an obsession with “excellence”. Two authors in particular, Peters and Waterman 
(1982), had developed a style of management writing that offered the reader case 
studies of exceptional organisational performance and tales of heroic management 
as exemplars to other managers and to the organisations that they managed. They
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challenged the over-dependence, as they saw it, of the business schools and other 
management writers on rational, analytic theories of management. Emphasising in 
contrast the need for myths, champions and stories that would capture the 
imaginations of organisational members and encourage their motivation and 
commitment to delivering the business goals of their employers.
The directors in our study rarely fitted the larger-than-life images that had been 
conveyed by Peters and Waterman. On the contrary, they were notable for their 
similarity to an almost stereotypical “everyman" or “everywoman”. In other words, we 
could find no archetypical director among their number. They were individuals 
occupying a role that shared a common label, but who covered a great diversity of 
activities, responsibilities and aspirations. While they frequently acknowledged the 
rational models that were criticised by Peters and Waterman, they certainly did not 
depend upon them and were frequently guided by non^rational sentiments and 
emotions in their decision-making -  sometimes, but by no means always, with 
considerable success.
It has been stated earlier that many of the directors with whom we spoke shared a 
discomfort with the word ‘learning’ when it was applied to the role that they occupied. 
They seemed to associate the word either with ‘learned’ (meaning academic, 
meaning ivory tower, meaning impractical) or with ‘learner’ (meaning inexperienced, 
meaning unqualified, meaning incompetent). There was a sensitivity here that 
echoed the warning note that had been sounded by Coulson-Thomas. Moreover, 
while most of the directors in the study were clear about ‘what’ they had learned, few 
were readily able to articulate the process of ‘how’ they had learned it. They were 
much better at telling stories that were illustrative of the learning that they considered 
had occurred than they were at describing the learning processes themselves.
The nature of the research questions and the approach that we took to answering 
them, meant that we were seeking common themes, emerging from the 144 
interviews, that could be related to identifiable learning processes. These are fully 
described in the research report. I found that in extracting the specific information 
relating to the themes that were the focus of our research, a great deal of rich and 
informative data was lost. Much of this richness lay in the reminiscences, anecdotes 
and stories told by the directors which, while highly informative, added little to the
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provision of answers to the specific questions that we had put concerning the 
significance of various different learning processes.
This fact appeared to me to add credence to Peters and Waterman’s contention that 
stories and non-rational, non-testable data are at least as important to the practice of 
effective business management as are the theories, models and analytical tools that 
provide the staple diet of many business school programmes.
Shortly after the publication of our research report, Mumford was approached to 
conduct a supplementary study involving a smaller group of directors in working with 
the research team (in which Don Stradling was succeeded by Peter Honey) while 
pursuing an agreed personal learning assignment of their own choosing. This 
assignment was something that each director selected as involving an area that 
might assist them in the performance of their role. The team interviewed them on 
three or four occasions over a period of several months as they pursued their 
‘assignments’. During this period the participating directors defined their learning 
objectives, pursued their project and, at its conclusion, reviewed how effective they 
thought that it had been with the members of the research team.
The research involved twenty-one directors from fifteen different companies. This 
study was an exercise in facilitated reflective practice, Schôn (1991). At its 
conclusion the research team synthesised the reported learning experiences and 
wrote a “how to" guidebook, Mumford, Honey and Robinson, (1990). The guidebook 
considered various approaches to director learning and development in the light of 
the experiences of those who had participated in our study. It identified four 
distinctive approaches as having been taken by the directors in learning from their 
experiences:
Intuitive:
Involving learning from experience but not through any deliberate or 
self-conscious process. The director being likely to observe that 
learning is an inevitable consequence of the experience itself and that 
it is neither necessary nor easy to articulate precisely what it was that 
was learned or just how the learning took place: “I suspect that you 
are doing it all the time without realising that you are doing so. ”
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“I was involved in two Board meetings about a new remuneration 
policy. I was not at all happy with the way the discussion went I can’t 
put my finger exactly on why now, but I know that next time I will adopt 
a very different way of presenting it  "
Incidental:
Involving learning from events or incidents that “jolt” the learner into 
conducting an informal, unstructured review of what had taken place 
and the “reasons" for it: “I learn from the unfamiliar parts of my job, not 
from the bits I am already familiar with and have already mastered”
“The whole experience was a disaster from start to finish. The clearest 
piece of learning was that you cannot manage effectively without clear 
objectives -  we were too enthusiastic to be bothered with that at the 
beginning. ”
Retrospective:
Involving deliberate reviews of recent experiences, including routine 
processes as well as mishaps, successes and errors in order to 
extract learning and draw conclusions from a diverse range of small 
and large, positive and negative experiences: “reviewing is essential 
in order to put things in perspective. ”
“I was very impressed with the way that he chaired the meeting. I 
thought about it afterwards. He was at least as effective as I am; he 
used a more subtle approach, drawing out and clarifying views”
Prospective:
Involving elements of the earlier approaches, but with the additional 
dimension of a conscious plan to learn being made in advance of the 
learning experience itself. Future events, anticipated or unanticipated, 
are seen not merely as things to be done, experienced or survived but 
also as planned opportunities from which to learn: “There is no 
substitute for thorough planning, not only to get things done but also to 
learn from doing them. ”
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“I have a very articulate and persuasive member of my Board, with 
whom I was to have my first formal Performance Review. In other 
discussions, I have often felt afterwards that we have talked about 
what he wants to (talk about), because my normal style is informal. 
For this occasion I decided to go for a lot of preparation, and a formal 
framework. Could I do it? Would he respond? (“Yes” was the later 
answer).
Once again, I was struck by the rich source of data that was provided by the 
research. Much of this was necessarily excluded from the research report because it 
had only a limited bearing on the research question itself and on our objective, which 
was to develop a practical guidebook for directors. Yet, for me, it was this data that 
had breathed life, meaning and colour into the work that we had undertaken. But 
such words did not form part of the rational systems, positivist model upon which our 
work had been based.
1. (vii) Change Driver Directors and Organisational Sensemaking
As a consequence, of my sense of a loss of ‘colour’ from the original studies of 
directors and their development and learning, one year after the publication of the 
second report, I returned to the raw interview data gained from both studies and 
extracted from it ten ‘stories’ that held particular meaning for me. Unfettered by the 
research commission and its methodological structure, I used the ‘stories’ as 
examples of the second phase of Kojb's learning cycle {reflective observation). I then 
attempted to generalise from them and to develop a loose framework around the 
ideas and management processes that seemed to be reflected in the experiences 
recounted in the stories. This activity represents the third phase of Kolb’s cycle 
(abstract conceptualisation). Having summarised the frameworks, I then linked them 
to existing management models and tools that I had used or observed to be valuable 
in practice (Phase 4: active experimentation) and then to Tlesh out’ the models with 
illustrations from my own knowledge and experience as a director, business school 
based researcher and consultant. (Phase 1: concrete experience).
The results of this activity were published in 1992 (Robinson) in a book intended as 
something lying somewhere between a ‘text book’ and a ‘travel guide’ for managers.
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Through the writing process I was able to link elements of theory and practice 
through the reported experiences of the directors in the two studies and elsewhere, 
as well as from formal research.
In the years following the publication of the book, I became increasingly aware both 
of the unintended, sometimes positive but often negative, consequences of the 
change processes in which I was engaged as consultant or adviser. I also became 
more aware of the toll that such changes can take on the members of the 
organisations that were changing, no matter how positive the learning experience 
might be. I was also aware that this topic had also begun to feature more prominently 
in the management literature, (Kets de Vries, (1995), O’Neil, (1995) and Noer, 
(1990).
It appeared to me that the proportion of the change process that could be said to be 
‘under the control’ of those who were nominally in the driving seat of such change 
might be, in reality, very small. One of the key functions of the change driver’s role, it 
seemed to me, was to develop and to convey an impression (even an illusion) of 
control such as would enable other members of the organisation to continue to 
perform their roles relatively free from the disabling consequences of uncertainty- 
fuelled anxiety.
Once again, I was made aware of the possible significance of the role of the director 
not just as strategist, planner and manager but as gate-keeper, change driver and 
meaning maker.
Through their strategies and plans, but above all through their actions, the drivers of 
organisational change function to facilitate other organisational members in making 
sense of the changes that are taking place around them; in developing an 
understanding of why activities and processes that were considered essential today 
are no longer considered so today and why colleagues who were important members 
of the team recently are now regarded as superfluous.
If a key role of the change driver director is to facilitate meaning making and 
sensemaking on the part of organisational members, it is necessary to ask how they 
themselves make sense of the changes that they drive. Which in turn requires an
38
Change Drivers
understanding of the processes that are involved in sensemaking within an 
organisation and its wider context.
According to Meryl Louis (1980),
Sensemaking can be viewed, as a recurring cycle comprised of a 
sequence of events occurring over time. The cycle begins as individuals 
form unconscious and conscious anticipations and assumptions, which 
serve as predictors of future events. Subsequently individuals 
experience events that may be discrepant from predictions. Discrepant 
events, or surprises, trigger a need for explanation or post-dictum, and, 
correspondingly for a process through which interpretations of 
discrepancies are developed. Interpretation or meaning is assigned to 
surprises ... it is crucial to note that meaning is assigned to surprise as an 
output of the sensemaking process, rather than arising concurrently with 
the perception or detection of differences.
p.241
There is an acronym that is commonly used by middle managers to describe a rule 
that is fundamental to the process of managing upwards, or to managing their 
bosses. The acronym is NSP as in, ‘no surprises, please’. The logic of the rule 
being that both the middle managers and their bosses prefer a quiet life. Louis’ 
account of the sensemaking process describes what happens when the rule is 
broken. The relationship between the middle manager and the boss is subjected to a 
discrepant event.
Organisational change inevitably involves many such discrepant events and a 
fundamental role of the change driver concerns facilitation of the sensemaking 
processes of those who experience such events. This involves them in, “putting 
structure into frameworks that enable us to comprehend, understand, explain, 
attribute, extrapolate and predict” [Starbuck and Milliken, (1988, pp. 35 -  65)]. It is 
often their function to articulate those frameworks in ways that enable others to come 
to terms with what is going on.
In this arena it is apparent that one is not necessarily dealing with fact or truth. Just 
because something happens to be true does not mean that it makes sense. 
Conversely things that make sense, such as a working hypothesis, may facilitate 
constructive action but subsequently be proven to be untrue.
A crucial sensemaking tool is the narrative or story. Stories, whether presented 
formally at a Board presentation or exchanged casually around the coffee machine or
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water cooler facilitate the on-going reassessment of life within organisations, 
rendering what is happening explicable and the “re-elaboration" of each 
organisational member’s identity within his or her organisational context. Wallemac 
and Sims (1998, pp 119-133) suggest that story-telling within organisations,
is the phenomenon which most fully realises and illustrates [the] 
phenomenological stance in relation to organisational sensemaking. They 
also indicate that, story-telling is not a universal privilege. A key indicator 
of power in organisations is who has the right to tell stories.
One could enhance this statement by suggesting that an equally important indicator 
is whose stories are judged as being worthy of being listened to.
Power and Leadership while clearly not identical, are closely related and the change 
driver, by definition, has an important leadership role:
A leader at work is one who gives others a different sense of the meaning 
of that which they do by recreating it in a different form, a different ‘face’
... a leader does not tell it ‘as it is’, he tells it as it ‘might be,’ giving what 
‘is’ thereby a different ‘face’ ... The leader is a sense giver. The leader 
always embodies the possibilities of escape from what might otherwise 
appear to us to be incomprehensible, or from what might otherwise 
appear to us to be chaotic, indifferent, or incorrigible world -  one over 
which we have no ultimate control.
This quotation from Thayer (1988, pp. 231 -  263), neatly encapsulates the role of the 
change driver leader as a meaning maker and focus of organisational sensemaking. 
The stories told by the change drivers have the potential to provide a significant 
insight into their own processes of meaning, learning and sensemaking.
1. (viii) Identifying the Research Project
A continuing concern with the issues described above, coupled with what might be 
termed a crucible experience of my own in relation to my own practice involved with 
the management of organisational change, led me to wish to re-visit the research 
population of the earlier studies of directors for a third time. Therefore, I identified a 
number of directors, each of whom was or had been responsible for directing the 
planning and implementation of a significant change process within his or her 
organisation. I then asked to review with them their personal experiences of the
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processes through which they and their organisations passed, over an extended 
period of eighteen months to three years. In two cases this was subsequently 
extended to four years.
The nature of my approach meant that I would be observing the change driver and 
recording his experiences in that role as they unfolded, rather than asking him to 
reflect upon or to predict the factors that had made, or would make the change a 
success (or a failure).
I assumed initially that an action research approach, a methodology with which I was 
very familiar and had employed on several previous occasions, would provide me 
with an appropriate method for the study. However, It soon became clear to me that 
this would be unlikely to work.
1 wished to be able capture the richness of the data that emerged from sources such 
as the stories and anecdotes that had been excluded from the earlier studies. I also 
became increasingly aware of the significance of my own learning journey as a 
director, as a consultant and as a researcher in relation to the topic upon which the 
research would focus. Each of these roles provided me with a slightly different 
perspective on the way that I viewed the subject matter and the people who were 
likely to become involved in my research. Each role would, therefore, be likely to 
have its own distinctive impact upon the manner in which the research was 
conducted, on the dialogues that took place as it progressed and on the perspective 
that I brought to any subsequent analysis and interpretation. Exploration of and 
reflection on these factors form an important aspect of the sections that follow. They 
also provide a rationale for my providing something of a personal narrative as a 
background to the reporting of the research itself.
Through such reflections It became clear to me that I needed to acknowledge that I 
was deeply embedded in the subject matter of the research topic that I was preparing 
to address and that the answers to the questions that I was posing would be more 
likely to be found by adopting a methodology rooted elsewhere than in the positivist 
methods with which I had been familiar and, therefore, ‘at home’ for many years. It 
was likely that this methodology would be likely to be qualitative and possibly 
phenomenological in nature.
41
Change Drivers
I viewed this prospect with both excitement and apprehension. My excitement was 
because I would be returning to the subject matter of my earlier research, which had 
left me with the feeling that much of interest to me had necessarily been neglected. 
My apprehension was because I had had no previous experience in the conduct of 
qualitative research and, indeed, had tended to regard some of it with suspicion. But 
at the same time the sense of loss that I felt with regard to the original research was 
associated with the kinds of stories that I had extracted in order to provide the 
foundation on which I had constructed the book that I had written concerning that 
research (Robinson, 1992). I became aware then of the apparent paradoxical nature 
of my position. It suggested to me that the stories were ‘good enough’ to provide the 
foundation upon which to build a publication for practising managers, but inadequate 
as a basis for ‘legitimate’ research. This paradox is precisely that which is described 
by Schôn (1991) as underlying the tension that exists between the researcher and 
the practitioner and which he attempts to resolve.
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Chapter 2: Triggers and Possible Approaches
Overview:
In this chapter, the researcher’s interest in the research topic is set in the context 
of his own prior experience as a director and as a researcher in the field of 
organisational learning and director development. The themes of recent popular 
managerial literature are explored together with its developing concern for the 
dysfunctional aspects of organisational change and its ‘victims’. The impact 
upon the researcher of one particular management workshop on this topic is 
considered together with its consequences for the researcher that included a 
major reappraisal and questioning of the appropriateness of previously trusted 
methods and tenets. A number of different perspectives towards organisational 
change and its management are reviewed and a recent tendency for 
organisations that have experienced traumatic change to review and restate their 
values is noted. This is linked to the suggestion that there is a differential level of 
concern for extrinsic and intrinsic values in such review processes. It is argued 
that the study of the sensemaking and meaning attribution processes of directors 
involved in driving processes of organisational change requires an expressive or 
qualitative approach rather than one grounded in more traditional methods. 
Consideration is given to a variety of such approaches. It is proposed that the 
apparent schism between conventional and qualitative research methods is 
paralleled in the divisions that are perceived to exist between researchers on the 
one hand and practitioners on the other. An integrative approach is proposed, 
employing the methods of heuristic inquiry.
2. (i) An Epiphany ?
This research study has many facets. It is an exercise in reflective practice covering 
an extended period (Schôn, 1983). As such it is also the story of a personal learning 
and development odyssey since, in coming to formulate the particular research 
questions that the study seeks to address, I returned to the roots of my original 
interest in phenomena of change within social institutions. This was sparked by my 
undergraduate studies in sociology in the early nineteen sixties. These studies 
suggested that there is no intrinsic resistance to change within formal organisations, 
as has been suggested by writers such as Senge (1990) and Moore and Gergen 
(1988). Rather there is a dynamic that works to bring stability to the interdependent 
elements of organisational systems. This dynamic operates against change from 
within the system, not because of the inherent resistance of organisational members 
so much as an intrinsic facet of the system’s control and boundary regulation 
processes.
During my undergraduate studies, I had developed a particular interest in research 
studies of attempts to bring about change within the religious institutions of
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mediaeval Western Europe (Cohn, 1957). I contrasted these with Worsley’s (1957) 
study of cargo cults in Melanesia that illustrated how radical institutional change 
could come about as a response that members of the society or institution concerned 
make to inexplicable changes in the external system within which they are located 
and as they endeavour to make sense of “nonsensical” situations. Change that has 
its origin outside the boundaries of the organisational system is much more likely to 
be successful than that which is generated purely from within. Kilmann, Covin and 
their associates (1988) go so far as to suggest that an external stimulus arising from 
environmental or technological change is a pre-condition of successful organisational 
transformation: “In some cases, it seemed that the organization had absolutely no 
choice but to make fundamental changes to adapt to a very different business 
environment” This, they suggest, contrasts with many organisational development 
efforts that are, “often spurred on by special advocates or. by interest in 
experimenting with new management methods -  but not for the prime reason of 
survival in a changed world.” Such changes, they argue are unlikely to succeed. 
Attempts at internally generated changes, such as these, were just such as had been 
described by Cohn thirty years earlier in relation to failed religious movements in 
mediaeval Europe. To attempt to change a society's belief system in the absence of 
a change in the environment that was of significant magnitude to undermine that 
system to the extent that it no longer made sense to a significant proportion of the 
members of the society’s power elite, was to be doomed to failure. ‘Successful’ 
change to religious belief systems came about in Melanesia as a response to a 
sudden environmental or contextual change that was so radical that the islanders 
had no choice but to make sense of it through the creation of new belief systems that 
could encompass the previously incomprehensible.
Recalling the contrasts between these two studies that had intrigued me as an 
undergraduate, led me to retrace my own learning footsteps through my career as a 
practitioner, initially in operational research and, later in organisation development, 
and to note how strongly the influences of structural-functionalist sociology, systems 
theory, rational economic and inter-disciplinary, positivist models had shaped the 
approach that my colleagues and I had employed. Such an approach was almost 
invariably adopted when addressing organisational and management “problems”, the 
solutions to which almost always required a degree of change to the structure and 
processes of the organisation(s) in which they occurred.
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This focus on organisational “problems” provided an extremely powerful platform for 
a belief that underpinned (and continues to underpin) much change management 
practice. If something in an organisation is perceived to have gone wrong, to be 
going wrong or to be about to go wrong, then it behoves those who are held 
accountable for the organisation's performance, together with their advisors, to 
endeavour to “put things right” by taking corrective action. “Going wrong” can either 
be a consequence of an error, breakdown or failure occurring within the system but, 
and increasingly within a global economy, also occurring as a consequence of 
instabilities or changes within the environmental context (or larger system) within 
which the organisation functions. Change agents steeped in systems theory would 
also recognise that corrective action that is taken to solve a problem within one part 
of a system will always generate related changes in all other parts. This notion of 
systems interdependency lies at the heart of chaos theory and would seem to 
underlie many other views of organisational change.
From a practitioner’s perspective, however, the adoption of a problem-solving, 
systems orientation to issues of change within complex organisations carries the risk 
of expediency (or satisficing), together with the notion of choosing between ‘greater 
and lesser evils’. The mission of the change-driver becomes one of bringing about a 
resolution to a problem through planned changes to the organisational system while 
minimising the negative impact of the inevitable and unplanned consequences of 
implementing the solution. During times of economic growth and relative political and 
social stability, such negative consequences may, from the perspective of the change 
driver or change agent, be regarded as relatively trivial. In times of economic 
turbulence or decline, rapid technological change and political and social instability, 
however, these negative consequences may come to be seen as “cruel necessities”, 
that must be implemented in order to avoid the consequences of the even greater 
"prob/em” that the change was designed to resolve.
The growth in size and complexity of commercial and governmental organisations 
following the Second World War witnessed a corresponding proliferation of rational 
analytic theories of management [Ackoff & Emery (1972), Beer (1966), etc.] and in 
the schools of management and business that nurtured the continuing application of 
such theories and associated models within organisations. Among these theories of 
management were those that distinguished between the “formal” and the “informal” 
organisation. The formal organisation was perceived to be subject to the principles
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of organisation design, regulation and control, while the informal organisation was 
not. It followed that a key task of management was to find ways to keep the unruly, 
informal organisation in check by, for example, ensuring that the formal 
communication networks were at least as effective as those spawned by the “rumour 
mill” of the informal organisation. It was also seen as desirable to find ways of 
harnessing the positive elements of the informal organisation, such as camaraderie, 
team commitment etc., to the benefit of its more formal counterpart.
The autonomy of positivist, rational economic managerial thinking was not subject to 
serious challenge within management’s own ranks until it was symbolised by the 
publication of “In Search of Excellence” {Peters & Waterman, 1982). There had been 
an increasing number of voices from within organisations such as the National 
Training Laboratories (NTL) in the USA and the Tavistock Institute in London that 
had sought to focus attention upon the “Human side of Enterprise” (McGregor, 1960) 
and the organisation’s social technical system (Trist, 1963; Miller and Rice, 1967). 
But these voices tended to be those of observers, commentators and researchers on 
management, rather than of managers themselves. Part of the reason for the impact 
of “In Search of Excellence” was that its authors were successful managers, 
graduates of prestigious academic institutions such as Stanford Business School and 
the Colorado School of Mines and were also alumni of one of the most well known, 
international management consultancies, McKinsey and Company. Moreover, their 
arguments and models extended the range of organisational systems’ variables to 
include ‘soft’ elements such as people, their skills and their values. Finally, the 
decision of the authors to focus their attention on “Excellence” meant that, by 
definition, organisations that failed to demonstrate success in all system elements 
were automatically excluded from their consideration.
But the issues raised by “In Search of Excellence” and other publications of the same 
genre (Moss Kanter 1983; Deal and Kennedy, 1982), provoked further interest on the 
part of practicing managers in developing an understanding of what the necessary 
knowledge and skill requirements were for the successful implementation of change 
within complex organisations. It was this interest that lead to the commissioning of 
the Developing Directors Studies in the late nineteen eighties (see Chapter 1 ) by the 
Manpower Services Commission and the Institute of Directors in the UK.
46
Change Drivers
As has already been described, these studies were immensely rich in data, much of 
which was anecdotal, reflexive and did not lend itself to systematic, positivist analysis 
and presentation. .As a member of the research team that produced the research 
reports, I was simultaneously proud of the reports and their reception but 
disappointed in the lack of opportunity to present the “rich pictures” that were 
contained in the narratives from which the research data had been extracted.
As mentioned in the previous chapter, in 1995, the Association of Management 
Education and Development (AMED) conducted its Research and Development 
Conference at Sundridge Park Management Centre in Kent. During the conference, 
Roger Stuart of the University of Ulster and Bill Critchley, a psychotherapist and 
faculty member of Ashridge Management College, conducted a workshop under the 
title, “Surviving Trauma in the Workplace”. The workshop and the brief paper 
provided by Roger Stuart (1995) by way of an introduction was to provide a 
significant experience for me and the trigger to the research that is reported here. 
Stuart and Critchley’s proposition was that, ‘discontinuous change is becoming the 
norm, as organisations attempt radical shifts to their values, structures, systems, 
styles, staffing and skill bases’ ( Stuart and Critchley, 1995).
In this paper they write:
The new order of change ... has many proponents, not least in the 
boardrooms of our major companies, whose directors, spurred on by 
management consultancy organisations, and trumpeted by leading gurus 
and academics, are exhorting what should, and must be, by way of 
change in their organisations. With vigour and zeal, directors are seeking, 
requiring and demanding of their management both commitment to and 
implementation of dramatic, far reaching and continuous organisational 
changes. Further and understandably, given their seen business 
imperatives, they are wanting it yesterday and assuming it today.
In the workshop, Stuart and Critchley drew upon their experience of researching 
organisational change journeys (Stuart, 1995), and as a management developer and 
psychotherapist working with managers who were engaged in such change 
processes. They were struck by the revelations in their data of just how difficult the 
journeys were for the majority of the managers sampled:
For more than a sizeable minority, their stress, irony, angst, and grief 
were revealing not just of the ‘emotional hiccups’ characteristic of
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transition (Spencer and Adams, 1990) but of the trauma more usually 
associated with disasters or catastrophes and even abuse. Though many 
managers had learned, and some had unlearned and relearned, their 
experiences better warranted the label ‘survivors’ than ‘learners’ or 
‘change masters.
Stuart, 1995
The workshop discussion pursued these themes, drawing upon the experiences and 
associated stories of the researchers and practitioners present. A particularly 
revealing line of discussion concerned the language of organisational change. 
Examples were given from a wide variety of change processes, including that of 
survivors of terrorist attacks in Northern Ireland. The prima facie evidence of the 
discussion lent support to the strong terms (trauma, disaster, catastrophe) used by 
Stuart. The stories shared by those attending the workshop suggested that the 
language of those experiencing major organisational change contained much anger, 
violent metaphor and demonstrated much in common with that used by the survivors 
of terrorist attacks. What was also of interest was the common experience of the 
language styles that appeared to be employed by those responsible for managing the 
change process (the directors referred to in Stuart’s paper) -  the Change Drivers. In 
contrast to the angry and violent language of those, “to whom change was done”, 
that of the Change Drivers was seen to contain a high proportion of images of the 
organisation as a caring family and of shared suffering being a source of unity and 
growth. Their use of quasi-spiritual imagery regarding the attainment of a better 
future through the trials of present tribulation was also a recurrent theme of the 
discussion.
Although this was a relatively informal workshop, rather than a seminar of rigorous 
debate, its impact upon a number of those attending, including myself, was 
significant. Indeed, for me, it marked something of an epiphany.
As a practitioner working in the field of organisational development and change, 
much of the workshop discussion resonated with my own recent experience. 
However, until that time my view was that organisational change was always painful 
and that one responsibility of the change driver was to endeavour to keep such pain 
at a minimal level (Kilmann, Covin & associates, 1988). The unstated assumption 
underlying my view would appear to have been that change within complex 
organisations:
a) is necessary
48
Change Drivers
b) is a 'good' thing
c) is in the interest of the long term well-being of the business
d) can be managed (either well or less well)
e) is always painful
Further reflection, however, took me back to my earlier studies of the processes of 
institutional change, social control and boundary management. These suggested 
that processes of systemic adaptation, or what Parsons (1951, 1957) has described 
as “moving equilibrium”, were likely to generate a level of discomfort similar to that 
associated with moving from a state of inertia to one of action. They did not suggest 
the degree of distress described by Stuart, other than as a consequence of attempts 
to generate radical change from within the system (Cohn) or as a response to the 
uncertainty and equivocality generated by radical change, the origin of which was 
external to the system and to which the system was forced to respond (Worsley). 
The relevance of the conclusions of these earlier studies of religious institutions in 
relation to complex modern organisations was given further emphasis in the papers 
of the 1987 Pittsburgh Conference on organisational transformation (Kilmann, Covin 
etc., 1988). As has been noted, these suggested that successful organisational 
transformation is almost always a response to environmental and technological 
change. In implementing such changes, it was necessary to find ways to enable 
organisational members to re-frame their perceptions of reality (what Bartunek and 
Moch, 1994 would later come to describe as second-order change, achieved through 
analogical communication). Fink, Beak and Taddeo (1971) had suggested that this 
process of reframing involves a passage through a number of transitional stages:
Stage 1 : Shock
Organisational members experience impending change as personally threatening. 
Their conscious thought processes become narrowly focussed upon the threat, while 
other processes are shut down (just as in physiological shock). They have a high 
need for association with others, emotional support, information and space for 
recovery. During this stage of transition productivity and creativity are low. People 
cannot think and do not remember. Risk aversity and low energy is pervasive.
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Stage 2: Defensive Retreat
During this stage organisational members attempt to maintain their existing patterns 
of practice and behaviour, extolling the virtues and refusing to let go of the past. 
Such refusal is usually accompanied by considerable expression of anger and other 
emotion. As suggested by Stuart, people may become “stuck” in this phase or 
recycle back to Stage 1 as further elements of change are introduced.
Stage 3: Acknowledgement
While organisational members express sadness and a sense of grief over their 
perceived loss, they also begin to accept the change, letting go of the past and 
acknowledging elements of value in the new. Given this, they demonstrate an 
increased ability to take risks and to explore new ways of doing things creatively.
Stage 4: Adaptation and Change
“What is coming has arrived”. Organisational members show readiness to establish 
new work patterns and routines and to assist others in learning them. Risk taking 
behaviours flourish and energy levels are high.
Fink, Beak and Taddeo indicate that these stages are a natural response to 
organisational change that varies in intensity according to the magnitude of the 
change involved. But Stuart suggests that for a great many organisations, change is 
discontinuous, fragmented and constant. This would suggest that at any given point 
in time there will be organisational members who are simultaneously experiencing 
any one of the four stages of transition. It is also possible, indeed likely, that there 
will be other organisational members (at all levels) who have only a limited 
awareness of the change or of its significance.
How sensitive are change drivers to these issues. Or perhaps more significantly, how 
sensitive to such issues can they afford to be?
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2. (ii) Revising Perspectives on Organisational Change
Up until the time of the workshop conducted by Stuart and Critchley, it had seemed 
to me that change in organisations was inevitable and value neutral, but that 
provided that it was “well-managed" and facilitated by change agents with a modicum 
of expertise, its outcomes were on balance likely to be more positive than negative. 
These perceptions were almost certainly tacit rather than explicit, functioning as 
underlying and unquestioned assumptions. Organisational change was, therefore, 
something that could be managed more or less well.
After the workshop I explored much of the literature that was current in the field of 
change management at that time and re-visited the writings of specialists who had 
already had a major influence on my practice. The first group included, Kets de Vries 
and Miller (1984), Kets de Vries (1995) O'Neill (1993), Noer, 1993, and Hurst (1995). 
The second group included Argyris and Schôn (1983); Argyris, Putman and McLain 
Smith (1985) Argyris, (1992), Argyris and Schôn (1996), Mitroff, (1983), Mitroff and 
Kilmann (1984), Mitroff and Linstone (1993) Harrison (1995 1 & 2).
These readings contributed to a fundamental re-appraisal of my views of 
organisations and organisational change. It would not be true to suggest that I no 
longer had confidence in the systems rational approaches and models upon which I 
had depended in the past. However, they no longer appeared to be sufficient It 
simply would not do to limit concern for the negative impact of the unplanned 
consequences of planned organisational change to one of damage-limitation. 
Particularly, when organisational transformation was not described by some of these 
writers in the positive terms that seemed to others to make it a desirable goal.
Harrison (1992), for example, states that,"
most transformations involve betrayal in the sense that they involve the 
unilateral transformation of explicit and implicit contracts between the 
organisation and its members.
‘Survival’ also appears to be key word here that managers tend to use positively in 
the context of organisational change and transformation. But Noer (1993) notes that 
those who survive downsizing are as much or more traumatised as those who are its 
victims, in the sense that they have lost their jobs. He also points out that those who
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drive such transformations are, more often than not, in denial about the impact that 
the change process has upon matters such as confidence, trust, cohesion and 
commitment. This is, perhaps, one of the reasons why they may launch a programme 
to discover or to reaffirm a company’s values, or announce their intention to apply for 
an accreditation in terms of a national standard such as “Investor in People” while the 
organisation is still in shock and demonstrating the symptoms of post traumatic 
stress.
Harrison (1995, 2) writes that,
people in such organisations are going through the motions in their work, 
trying to hold things together, taking whatever personal and political steps 
they can to protect themselves from the worst and hoping for an end to 
change.
P. 166
Unless the betrayed trust, the broken self confidence and lost self esteem can be 
mended and the bonds of co-operation restored, then programmes for developing 
‘world-class’ values, or training and development aimed at building a learning 
organisation, or implementing Total Quality Management would be at best a 
distraction. At worst they would not just be failures in themselves, but a dangerous 
further drain on the organisation’s collective energies, perhaps bringing it closer to its 
demise than the positive transformation to which such processes seem to aspire.
I felt that it was necessary to delve much more deeply into the meanings attributed to 
organisational changes by different organisational groups, the members of which 
were impacted by them, including those who had determined that such change was 
necessary. To what extent were the specific changes, originally triggered by 
environmental instability, significantly shaped by the values, beliefs and sense 
making processes of those who were involved in their implementation, as opposed to 
the formal, systems rational analyses upon which the change implementation 
processes were likely to be based?
My concern with the values and beliefs associated with change implementation was 
given additional emphasis by my observation that the increasing attention that was 
being paid by researchers and others to the issues raised by Stuart and Critchley (i.e. 
attention to the trauma, personal crisis and abuse associated particularly with those 
organisational changes that were euphemistically labelled as involving “downsizing”, 
“rationalisation” or “rightsizing’) coincided with a concurrent concern with the
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affirmation or re-affirmation of organisational values by managers and by specialists 
in change management. Such concerns had been highlighted by Peters and 
Waterman (1982) and Deal and Kennedy (1982), but did not appear to be taken up 
by managers and their advisors until recognition was given to the extent and scale of 
discontinuous change in organisations that was occurring in the nineteen-nineties. 
The reaffirmation of values was precisely what had been observed by Stuart and 
Critchley to follow swiftly after the wounds of organisational change (or terrorist 
attacks) had been inflicted. The message appeared to be:
You may have been put into a state of shock; feared losing your job (or 
have actually lost it). You may have experienced angst, trauma or abuse.
But at the end of the day it was for the best and our values are both 
admirable and intact.
It should be pointed out that the feelings of those impacted by change were another, 
added dimension to considerations of organisational change management that had 
formed little or no direct part of the systems rational approach to organisational 
change employed in my work prior to this time.
Noer (1993) points out that only a few downsized organisations achieve the 
revitalisation for which they aim and the RSA, “Tomorrow’s Company”, report (1994) 
suggests that 80% or more of the efforts that they had studied to achieve corporate 
transformation had failed. Noer comments that:
Most organisations that aim to be lean and mean end up being sad and 
angry
In similar vein, corporate strategist C K Prahalad (1997) observes:
Downsizing can be like corporate anorexia; it can make you leaner and 
thinner, but it won’t make you any healthier
While such radical changes may be necessary, they may not only leave 
organisations sadder and angrier without having advanced their health, they can also 
cause energies that are essential to renewal and recovery to be inappropriately 
focused. A consequence of this being to push them towards further change when 
they need to be concerned, insofar as discontinuous, externally generated change 
will allow, with repair, recovery, support and healing.
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My personal conclusion from this process of guided reflection was that directors and 
senior managers in driving change through their organisations would benefit from 
addressing the need for repair and for healing as a matter of urgency if those 
organisations were to progress beyond survival. But if these change drivers were 
themselves in denial of the anger, hurt and grief that existed among the survivors 
(probably including themselves), they were unlikely to be capable of meeting their 
own needs effectively, let alone meeting those of other members of the organisation.
Stuart and Critchley observed that, after a crisis that brings about a need for 
significant re-adjustment and change, both community leaders and managers have a 
tendency to move very quickly to a reaffirmation of underlying values. Often, before 
the shock and anger have fully registered in the minds of those likely to be most 
affected by the crisis. In both instances, they noted that the leaders and managers 
tended to use images and metaphors of the family, of togetherness and of a higher 
purpose. However, when such images are expressed in the absence of any 
acknowledgement of the need for healing, an emphasis on the values that have been 
savaged by the change tends to aggravate rather than alleviate the sense of loss, 
guilt and betrayal that the survivors feel. Re-stating such values too soon or 
inappropriately, they suggested, tended to alienate the community or the employees 
from their leaders or managers. At best, such actions were seen as well-intentioned 
efforts at providing solace but, at worst, they were regarded as cynical acts of denial 
that served to emphasise the negative feelings that group members had already 
developed.
Therefore, publishing a company’s values immediately in the wake of a major re­
engineering or downsizing effort, far from re-vitalising, re-energising the organisation, 
would almost certainly serve to make it even weaker.
The situations discussed by Stuart and Critchley at the 1995 workshop and as 
reflected in the writings of Noer, Hurst and others were consistent with the 
experiences described to me by a number of directors, senior managers and project 
managers cast in the role of “change drivers” in two client companies with which I 
had been working over several years before and after the workshop. Regardless of 
the success levels achieved by the particular change processes in which they were 
involved, each individual expressed, in different ways that reflected their individual 
experiences, deep personal discomfort with the consequences of these processes.
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None expressed anything approaching pride, let alone serenity. The expression of 
their discomfort ranged from rationalisation, exhaustion and feelings of guilt, to 
descriptions of family crises and illness, which they suspected had been triggered by 
the change process within their organisations.
All these symptoms were covered by Stuart and Critchley’s introductory paper 
(1995), by the report on Stuart’s research (1995) and by the discussion that he and 
Bill Critchley led. What they described had strong echoes in the two organisations, 
where the nature of my involvement was such that I was able to probe somewhat 
deeper than would normally be feasible for the unengaged observer. This probing 
included my being able to return to some data gathered prior to the commencement 
of the organisation’s change programmes.
In the previous twelve months, both companies had published statements of values 
when they were far advanced in their change programmes. In one case, a North 
American international fast moving consumer goods (fmcg) company, the statement 
had evolved from a conference of the company’s top two hundred and fifty senior 
managers. It was subsequently honed by a series of consultant-facilitated focus 
groups that were held at various locations around the world. In the second case, a 
European energy distribution company, the values statement had evolved from a 
series of presentations made by the Chief Executive Officer, edited and polished by 
the HR Director and signed up to, or acquiesced in, by most, but by no means all, of 
the company’s top management.
Given their very different origins, the values statements are strikingly similar. 
Abbreviated versions of them appear below:
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Company Two
We are customer focused and 
performance driven to the achievement of 
world-class standards
We are committed to:
• getting things right first time
• continuous improvement
• anticipating and meeting our customer 
requirements
• being honest and fair in all our 
dealings
• responding positively to the need for 
change
Our underlying values are our honesty, our 
tenacity, our rigour, our openness, our 
fairness, our readiness to learn, our 
enthusiasm and our teamwork.
In both companies, directors and managers talked about acceptance of the “new” 
values as being important (vital even) but they also spoke of the tenacity of “old 
cultures’) about the danger of short term, bottom line imperatives driving out the 
strategic thinking and sensitivity necessary to a genuine change in values; of their 
personal lives being run ragged and of the need to tread carefully since to be seen 
not to be measuring up to the new values would be to put themselves at risk of being 
regarded as uncommitted or disloyal.
The apparent discrepancy between (to paraphrase Argyris, 1976) the organisations’ 
“espoused values” and their “values in use "caused me to wonder whether or not the 
values statements actually represented fantasies or projections of what the directors 
would have liked to have been true about their organisations, if only things had been 
other than they were. I use the word fantasy rather than vision because, with 
Kawaski (1991), I take the view that a vision in the sense that the word is used in 
current organisational and political contexts is ‘an insight to the future not yet 
perceptible to a majority of organisational members’. A fantasy, by contrast, is likely 
to be a wish-fulfilling denial of reality.
Company One
We are dedicated to the satisfaction of our 
consumers and our customers
We treat everyone with respect and 
dignity, valuing differences in whatever 
ways they may emerge
We have integrity, being honest, open, 
consistent and professional in every aspect 
of our behaviour
We value teamwork across functions, 
levels, businesses and countries to build our 
company family. We embrace innovation in 
all aspects of our work, learning from our 
successes and our failures
We provide quality in everything we do.
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This discontinuity seemed to be acknowledged by most of the writers whose work I 
had re-visited or considered following Stuart and Critchley’s Workshop. Stuart (1995) 
indicated that directors were:
with vigour and zeal seeking, requiring and demanding of their 
management both commitment to and implementation of dramatic, far 
reaching and continuous organisational changes.
This view is consistent with the contrasts made earlier between perceptions of the 
formal organisation as determined by directors and senior managers on the one 
hand, and the informal organisation as experienced, day-to-day, by organisational 
members throughout the organisation (including those directors etc.). But it did not 
coincide with the impression that I had gained from the rich data gained during the 
interviews with nearly one hundred and fifty directors of the first, “Developing 
Directors Study” of 1987. To me, they were neither the champions and heroes of the 
Peters and Waterman and other “Excellence” management writers, nor were they the 
“hard-nosed”, unfeeling drivers implied in the above quotation from Stuart. They were 
much more examples of people whose roles happened to take them as a matter of 
course to the boundaries or interfaces that lie between organisations and the wider 
systems context within which they operated. These boundaries might be relatively 
clearly or loosely defined and subject to varying levels of stability or instability. The 
directors and change drivers might be perceived as heroes or as villains but, 
however they are cast, their role requires them to make sense of the situations in 
which they find themselves. It also requires them to take the lead in providing the 
frameworks or schema in terms of which other organisational members may 
themselves make sense of these situations.
How change drivers go about making sense and meaning out of the situations in 
which they find themselves is the focus of my research.
Having determined its focus, I decided to develop a better understanding of my own 
role and sensemaking processes, given that I was a consultant-practitioner, a 
company director and manager and researcher in my chosen field of study.
Reflection upon these issues was to be critical in determining the research method 
that would be most appropriate to the study and to my involvement in it.
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2. (iii) Steps Towards the Present Study
Systems or positivist models of organisational change had served me well as a 
manager, director and consultant-practitioner, up until the period of reflection 
associated with the AMED workshop that I have described above. However, such 
models are concerned with what Fisher and Torbert (1995) describe as extrinsic 
factors, that are expressed in rational economic terms, such as improved 
price/performance ratios, the added value contributions of individual roles and 
responsibilities etc. Other than at a superficial level, the models are not and, 
probably, could not be concerned with intrinsic value issues, such as quality of life, 
relationships, meaning and, ultimately, of spirit.
I do not suggest that all the change agent models that I had encountered or drawn 
upon were of this kind over the extended period in which I operated in such a role. 
McLean, Sims, Mangham and Tuffield (1982), in their study of organisation 
development practitioners, ascribe values to such practitioners that owe more to the 
intrinsic values of Fisher and Torbert than to the extrinsic, functionalist models of 
Galbraith (1977 & 1995) and others. However, their study suggests that much of 
such organisation development practice is in fact ex post rationalisation in its 
descriptions of its interventions - describing them in terms of a body of (humanist) 
theory when in fact they are strongly influenced by pragmatic responses to issues of 
power, politics and expediency.
My own experience is strongly supportive of the above observation. The systems 
models and performance centred approaches of authors such as Galbraith and 
Lawler 1993, Miller and Rice (1967), Reddin (1970 and 1971), Hersey and Blanchard 
(1977) supported by the work of Bennis (1969), Schein (1969) and Beckhard (1969) 
provided the bedrock approach on which I felt I had earned the right to practice. But I 
cannot say that it was my purpose to make a contribution to the building of “better” or 
“more human” work places in a humanist or moral sense. It was my concern to 
assist managers to make their organisations more effective. With Reddin (1975), I 
believed that: “The manager’s job is to be effective. It is his only job.”(pp 4-7). To 
some extent, therefore, I started with the pragmatism that McClean, Sims et al 
attribute to ex post facto rationalisation on the part of the OD practitioners whom they 
studied. The question that was all important in my work was, “What is the 
management of this organisation seeking to do? What are its strategic intentions?”
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Having established a satisfactory answer to this question, it was then necessary to 
examine the likely implications of pursuing this intention for issues of structure and 
design; for information processing; for the availability of skills; for effective 
performance delivery and for the reward/recognition processes that it was assumed 
would help to focus the energies of organisational members in the direction of the 
stated strategy. Other change management techniques would be adopted (and 
adapted) to suit the style, resources and time frames of the particular organisation 
that was the focus of attention. I have described this pragmatic, outcome 
effectiveness focussed approach to organisation and management development 
elsewhere (Robinson, 1994).
The approach seemed to me to have served me and my organisational clients well 
until, two situations, in particular, threw into sharp relief the dangers of concentrating 
on the extrinsic factors involved in organisational change, while paying little or no 
attention to the intrinsic factors, which are (whether at a high or a low level of 
awareness) at work within the individuals, groups and teams charged with making 
such changes effective.
The first of these instances involved the Director of Human Resources of a large 
client organisation. I had been working with this organisation for a number of years 
and (with a colleague) met with the organisation’s Chief Executive, the Director of 
Strategic Planning and the Director of Human Resources to plan the further stages of 
a process of long term management and organisation development.
The meeting was extremely positive and energetic. By its conclusion a “route map” 
for the process had been agreed and the Director of Human Resources had been 
charged with “driving” the process forward. However, after several weeks, little or no 
progress had been made and there was a general feeling that the HR Director had 
somehow, “lost it”. In a private conversation with me he commented that, while he 
still believed that the route agreed at the meeting was right for the organisation, the 
demands that it would place upon him, and, therefore upon his wife and young 
family, were simply too much. He also indicated that he felt that such reasons were 
somehow not legitimate and not to be expressed openly, even though he found them 
to be so compelling as to make him unable to continue with the planned change 
programme. He found the issue “undiscussible” even though it led the Chief 
Executive and other colleagues to question his commitment and, ultimately, his
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competence. I empathised strongly with the Personnel Director, sharing his 
discomfort. I began to question the wisdom and even the legitimacy of the processes 
that had been agreed, given their potential costs to at least one individual who would 
be involved in their implementation.
The second example involved the impact upon me of my attending the workshop with 
Stuart and Critchley described earlier.
These two incidents, in addition to encouraging me to reflect deeply on the nature of 
my practice, caused me to re-examine the change processes in which I was involved, 
with a number of client organisations during 1996. In each of these, there was some 
acknowledgment of the consequences of organisational change for the intrinsic 
factors highlighted by Fisher and Torbert. However, these tended to be downplayed 
except where they related to identifiable “casualties”. For example, where they were 
related to those who were made redundant, or who had lost status or who were 
otherwise clearly identified as being “losers” in the process of change. If the changes 
were experienced positively, they tended to be described as “incidental bonuses”, 
benefits over and above the achievement of the extrinsic change objectives 
themselves. When the intrinsic experience of change was negative for organisational 
survivors, as opposed to obvious “casualties” it tended to be glossed over with 
comments such as, “well you don’t make an omelette without breaking a few eggs," 
or denied altogether. As, for example, in the case of a Chief Executive who had 
decided that his Personnel Director, with whom he had worked for many years, did 
not have the strategic vision necessary to carry the company to its next stage of 
development. He decided, therefore, that she would need to be replaced. But, for 
several months, he failed to communicate his decision to her, seeking instead other 
rationalisations which might encourage her to develop her career elsewhere, such as 
relocation to an inconvenient site, suggesting that her career would benefit from an 
opportunity to “broaden her honzons” etc. While this may have been an example of 
the negative gender relations that are a significant aspect Marshall’s study, ‘Women 
Managers Moving On’ (Marshall, 1995), the same reluctance to confront ‘difficult’ 
intrinsic factors was the same in the case of the Human Resources Director who 
described how he did not feel that the personal pressures that the change 
programme would place upon him were admissible issues that he felt able to discuss 
with his chief executive and senior colleagues.
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At one level, and in the language of many managers, this failure to confront the 
painful consequences of a decision taken on the basis of rational analysis might be 
dismissed as straightforward cowardice. But this is far too simplistic and 
judgemental. The dissonance between the extrinsic decision making process and its 
intrinsic consequences for both the instigator of the change and for its “victim” was 
experienced as being simply too difficult for the former to manage.
I encountered such dissonance again and again in conversations with clients, though 
rarely so blatantly as in these two examples. I had also noted an increasing 
tendency for organisations that were engaged in change programmes based on 
market driven requirements to “downsize” or in the wake of Business Process Re­
engineering programmes, to prepare statements or re-statements of their corporate 
values (see the examples in the previous section). These statements often seemed 
to be at odds with the experiences of both Victims’ and ‘survivors’ of the changes, but 
they served to symbolise the passing of the old, painful era while putting a positive 
gloss or spin on the new.
As I have stated previously, my experiences and readings caused me to re-appraise 
my long held view of the change programmes and processes in which I had been 
engaged. Initially, my concern was actively to seek out the negative consequences 
of planned changed and to alert those involved to question what they were doing. 
From a naive evaluation of organisational change as being positive, I had swung to 
an equally naive perception of it as being negative.
Clearly change itself is value free, it is inevitable and it has both positive and negative 
outcomes.
In an attempt to clarify my understanding of the issues that I now experienced as 
being of particular interest, I developed the initial research questions that I have 
summarised in Chapter 1 and wrote to nine company Chairmen, Chief Executives 
and Directors who I knew who had been or were currently involved in major change 
processes, asking if they would be willing to be interviewed about the meaning, 
learning and sensemaking experiences that they themselves associated with the 
changes in which they were engaged.
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To my surprise and pleasure, all of them agreed to participate in the interviews. This 
reinforced my view that the issues with which I was concerned were not simply born 
of my own sense of shock and defensive retreat following the Stuart and Critchley 
workshop but were meaningful, at least to these nine directors, and worthy of in- 
depth and serious study.
Lines (2004) has described the difficulty that he and other researchers have 
experienced in gaining access to directors as subjects of study and research. In our 
study of directors conducted in the late nineteen eighties, conducted with the support 
of the Manpower Services Commission and the Institute of Directors (of which we 
were all members) Mumford, Stradling and I (1987) had written to more than five 
hundred directors in order to obtain the participation of the one hundred and forty four 
who were the subjects of our research.
The fact that all nine to whom I wrote responded positively to my request is, 
therefore, important. All nine were directors whom I already knew. One had been a 
student of mine on an MBA programme some ten years earlier, others had been 
clients or directors of client organisations, whilst others I knew from meetings and 
conversations at conferences. In each case there was a previous relationship that 
both they and I had experienced positively. Rather than as an outsider from a 
different reference and peer group, I believe that I was regarded as a colleague. This 
also meant that I could not consider myself to be a neutral, independent and 
objective observer. My research topic was a matter of deep personal concern to me 
and my intuitive feeling, based on my knowledge of the nine directors to whom I 
wrote, was that it was also likely to be a matter of concern to them.
2. (iv) Issues of Paradigm
At the end of Chapter 1, I indicated that I had come to acknowledge from an 
experiential perspective rather than from one born of academic conviction, that my 
own experience, role and previous research in my subject area precluded me from 
regarding myself as an objective outsider. I was embedded in the subject matter that 
I was researching. The positive responses of the nine directors to whom I wrote, was 
undoubtedly influenced by our prior relationship, which also meant that I could not 
consider myself a disinterested outsider.
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I was at this time participating in the Research Methods segment of the School of 
Education’s Doctoral Programme at the University of Surrey. Therefore, I had 
become re-acquainted with the dichotomy between qualitative and quantitative 
research (sometimes expressed in what to me are more value laden terms as “old 
paradigm”, “new paradigm”). I liken this dualism to Left Brain, Right Brain models of 
mental processing. They provide useful metaphors as an aid to understanding but, 
as formal constructs, I find that they are inadequate as descriptions of the realities of 
either approach, suggesting that there is an “either/or” choice to be made. While my 
own training and research background places me in the quantitative, 
normative/positivist, “old paradigm” camp, the issues of meaning, sensemaking and 
value raised by qualitative approaches have always been important to me though, as 
I have already stated, until the concerns raised in the earlier sections of this Chapter 
had become a personal priority for me, I would acknowledge that, more often than 
not, such issues were in the background, or in a Jungian “shadow” domain. An 
interpretative or phenomenological approach as a formal research method would not 
have struck me as being likely to have been of sufficient rigor in my previous 
research work or as a consultant-practitioner. But given my concern to develop my 
understanding of the meaning, learning and sensemaking processes of the change 
drivers who had agreed to my interviewing them, it became quite apparent that I 
needed to give serious consideration to employing a qualitative approach. This was 
notwithstanding my being unable to accept the mutually exclusive flavour of “old 
paradigm” “new paradigm” labels, believing that knowledge, insight and 
understanding are multi-faceted.
Trying to come to terms with the fundamental differences in the underlying
assumptions of these different research modes when trying to decide on the
methodological approach that should inform my current research proved to be very 
challenging. A simple solution might have been to pick and mix, combining methods 
pragmatically. However, I was anxious to avoid “method slurring”. [Baker, Wrest and 
Stern, (1992)] I was also conscious of the fact that my decision to research the 
change experiences of a small number of directors over an extended time frame, 
meant that the scale of the work would again tend to push me in the direction of a 
qualitative approach with which I had little or no previous experience as a researcher.
“Qualitative investigation ... is often viewed as an intensive or micro-
perspective which relies upon case studies ... to chart ... individual
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outcomes and explore the meanings and contexts of individuals’ 
behaviour.” While a quantitative approach, “implies the application of a 
measurement or numerical approach to the nature of the issue under 
scrutiny as well as to the gathering and analysis of data. [Bullock, Little 
and Milham (1992)].
My earlier research into directors’ approaches to learning had been firmly anchored 
in the latter approach. The research had involved 144 directors from some fifty 
companies, interviewed with a standard set of questions and based on scored data 
backed up by individual observations, “for purposes of illustration and illumination” 
[Mumford, Robinson and Stradling (1987)]. With only nine directors involved in the 
current research over an extended period, the research method that I employed 
would need to be different because I could not claim to be dealing with a population 
large enough to provide a valid representative sample of change drivers or directors. 
Moreover, it was not my intention to interview the nine directors as a single “snap­
shot” but, if they agreed, to meet with them regularly over the period in which they 
were endeavouring to bring about significant changes within their organisation and 
share in their sensemaking and learning experiences
At the same time, I was becoming equally uncomfortable with the limitations of the 
quantitative approach. Partly this was for reasons related to the concerns to which I 
have referred about the distinctions between “extrinsic” and “intrinsic” factors made 
by Fisher and Torbert and their significance in relation to my own experiences with 
my client organisations. But it was also as a consequence of my readings around the 
quantitative, qualitative debate of writers in a variety of disciplines not directly related 
to social and organisational research.
For example, Capra writes,
in the Cartesian paradigm, scientific descriptions are believed to be 
objective, i.e. independent of the human observer and the process of 
knowing. The new (web) paradigm implies that epistemology -  
understanding of the process of knowing -  has to be included explicitly in 
the description of natural phenomena. [Capra, (1996)].
Capra goes on to quote Heisenberg who states that, what we observe is not nature 
itself, but nature exposed to our method of questioning. It did not seem to me that I
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could realise this intention in the role of “disinterested observer", a role to which I had 
already recognised that I could not lay claim in this instance.
This raised the requirement for me to explore further the. motivation (or passion) that 
leads the questioner to the question in the first place and then to the method of it’s 
asking.
2. (v) Phases of the Research Process and Method Determination
All that has preceded this section could be considered as the first, initialising, phase 
of the research. As part of this phase, seven others were identified as being likely to 
form part of thé research planning process. At this time I perceived the other phases 
to be:
o Formulating 
o Method Determination 
o Benchmarking and Literature Review 
o Data Collection and Transcription 
o Data Analysis, Categorising, Coding etc. 
o Interpretation, Testing and Evaluation 
o Conclusions, Implications and Questions for Further Study
Formulating
The positive responses from the nine “change drivers” to whom I had written, and 
with whom I subsequently conducted preliminary interviews, convinced me that there 
was indeed a basis for a serious and potentially significant piece of research in 
relation to the issues that were of concern to me. But I was also conscious of a 
tendency on my part to have come to view issues of organisational change 
negatively, following the impact upon me of incidents such as the two described 
above and of the explorations and reflections that followed them. My feelings 
associated with organisational change management could be described as sensing 
the topic of organisational change as being half empty, whilst before I had perceived 
it as being full to overflowing. Both perceptions are, of course, inadequate 
representations of my personal reality. But as metaphors they serve reasonably well 
to illustrate my feelings about a topic that had not only fascinated me for many years 
but which had been central to my career, since it has been my abiding interest and a
65
Change Drivers
passionate concern. It would be incorrect to suggest that I experienced these 
negative feelings as a crisis of confidence, but it certainly caused me to re-appraise 
much of my previous work and approach and stimulated a desire to seek answers to 
questions that, at this stage, I had only partially formulated.
My interest in the research, therefore, came to focus on both the extrinsic and 
intrinsic aspects of the change process from the perspective of the change driver as 
a “whole person” rather than exclusively from that of the role that he occupied as a 
director, or indeed, as a driver of change. I was anxious to discover something of the 
impact and meaning of the process of organisational change in the change driver’s 
“life-world”, his whole world of experience, rather than limiting my inquiry to the milieu 
of the organisation itself. This again represented a very different perspective from 
that employed in my earlier research work.
The term “life-world” is chosen deliberately at this juncture. Husserl coined the term 
in the nineteen twenties to convey the sense of our, “ordinary or natural 
understanding of the world as the correlate of all our possible experiences”, [Moran, 
2000, (p.181)]. Husserl’s concept of the life-world steps back from Cartesian, or what 
Wilber (1998) might label “Flatland”, reductionism and admits the possibility of there 
not being a single life-world capable of objective study, analysis and understanding 
but, rather, a set of intersecting or overlapping worlds beginning with one’s “home 
world” and extending to others, which are farther away and, therefore, foreign or 
alien. This, to me, seems to be at the core of issues of organisational change; though 
Husserl was challenging the nature of science itself by suggesting another vitally 
important level of constituted meaning.
This new reduction does not move to an ego empty of content, as in the
Cartesian way, but to an ego which is already intimately tied to the world
in many ways.
(Moran, p.181).
From this perspective, the development, for example, of Melanesian Cargo cults as a 
means of rendering sensible the arrival of previously unimaginable wealth in the 
wake of the departing U.S. military is perfectly meaningful in terms of the inhabitants’ 
of the islands life-world.
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The life-world is the general structure that allows objectivity and 
‘thinghood’ to emerge in the different ways in which they do emerge in 
different cultures.
(Moran p. 182).
Applying the idea of the life-world to organisational sensemaking suggests that 
organisational members experience and make sense of the organisations to which 
they belong through their everyday, lived consciousness and that they themselves 
are an integral part of the world that they perceive. Similarly the researcher studying 
the processes of organisational change is embedded within the processes that are 
the subject of his inquiry.
It was intriguing to me to conclude that I had been brought to this point of view, not 
so much via the route of study and reasoned argument and debate as through a 
process of reflexivity regarding my own experience as researcher, manager and 
change agent. Intriguing or not, I developed the view that the research upon which I 
was now embarking would almost certainly need to be conducted from a
phenomenological perspective, taking account of the overlapping worldviews and 
perspectives that constituted each director’s frame of reference with regard to the 
organisation within which he was seeking to bring about change. I also needed to 
take due cognisance of the complexity of my own frame of reference with regard to 
my research topic. For example, the impact of the experiences that had caused me 
to call into question my previously strongly held views about the nature of
organisational change and the processes that were most appropriate to its 
management.
This led me to develop the inquiry not just around questions to the director change 
drivers such as:
• “What meanings and consequences do the drivers of organisational change take
from the changes that they drive?”
• “How do they experience the extrinsic and intrinsic effects of such change?”
• “How do they make sense of the change(s) for which they are accountabie?”
• “What do they iearn from such change and how does this learning manifest
itself?”
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But I was also led to ask similar questions of myself as researcher, acknowledging 
my background as a consultant-practitioner and company director concerned with 
issues of organisational effectiveness as demonstrated primarily through extrinsic 
indicators of organisational performance. I have described earlier how various 
incidents were instrumental in the development of my interest in the intrinsic factors 
involved in my own experiences of organisational change. The four questions raised 
above are primarily concerned with such factors rather than with the success or 
otherwise of the organisational change process as expressed in extrinsic, 
performance related terms,.while acknowledging the interdependence of each.
Moving the inquiry into the area of the intrinsic factors involved in organisational 
change required me to engage in an inner dialogue in order to come to a clearer 
understanding of my own motivations, values and drivers. In researching the 
extrinsic factors of organisational change, such dialogue is not only inappropriate to 
the research process, it may be seen to be positively harmful, lest it contaminate the 
data and the objectivity of the research findings. Insofar as such issues are 
acknowledged at all in scientific research founded in positivism, they must be made 
explicit and then, as far as possible, rendered neutral.
Once again my readings in search of possible research methods were helpful to me 
here, for example, Jourard (1971) writes:
If students of human experiences and behaviour are interested in 
learning something about man then the relationship between the person 
being studied and the one studying him is called into question.
He goes on to state that, "if you want to study me and I don’t know you or trust you, 
I ’ll kick you out or I ’ll lie to you”. By implication then, the student of human 
experience and its intrinsic meanings, must work closely in partnership with those 
whom he is studying. To do this he must know himself and be prepared and willing 
to have that self-knowledge enriched by his research partners. This requires a 
willingness on his part to “go public” about the personal triggers to his inquiry.
Allowing the personal to become public is the act of responsibility that 
initiates change and reforms organisations. Our need for privacy and our 
fear of the personal are primary reasons why organisational change is 
more rhetoric than reality. Real change comes from our willingness to
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own our vulnerability, confess our failures, and acknowledge that many of 
our stories do not have a happy ending.
Jourard (1971)
Therefore, in raising these questions, it was necessary for me to reflect further upon 
the nature and meaning of my experiences, gained over a period of some thirty 
years. During part of this time, I was the Human Resources Director of the British 
Sales and Marketing subsidiary of a major US computer manufacturer. In this role, I 
functioned not as an independent change agent but as a change driver in the sense 
that the Directors involved in the present study are drivers of change. This fact 
means that the answers to questions similar to those that I proposed to put to the 
change drivers, need to be addressed of myself as the researcher. Such questions 
might include:
• “What meaning and consequences had I derived from the. experience of 
driving organisational change?”
• “What was my experience of the extrinsic and intrinsic effects of such change?”
• “What had I learned from the change and how might this learning colour my 
interpretations and analyses of the experiences of my co-researchers in the 
present study?”
and more personally:
• “What ghosts might I be hoping to exorcise in the process of undertaking the
research?”
This last question is fundamental to the inquiry. I can claim neither independence 
nor objectivity. My own experiences, gained over many years, and biased as they 
have been to the extrinsic aspects of organisational change, have tended, at best, to 
gloss over and, at worst, to deny both the positive and negative intrinsic aspects of 
change. My recent experiences had thrown these aspects into sharp relief and 
caused me to focus particularly on their negative aspects.
I recalled that I had found the experience of the role of director in a computer 
company at a time of major change to be both challenging and stressful. Neither had 
it been a challenge that I had particularly enjoyed. When the change process was 
overwhelmed as a consequence of. a major fire in the company’s headquarters the 
nature of the challenge changed. It became one of business survival in which 
everyone was involved and had a personal stake. For me, at least, the crisis was a
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more positive experience than the planned change process that had preceded it. 
Why was this? Partly, perhaps, it was because of the sense of camaraderie 
engendered by the crisis. Or possibly it was a consequence of the necessity to 
narrow my span of attention to the immediate issues, dealing with them as a clearly 
bounded, short-term ‘project’ and to set aside contextual concerns for renewed 
consideration once the crisis was over.
If the research was not to become narrow and distorted, the impact of such 
experience on the part of the researcher needed to be recognised, acknowledged 
and, as far as possible, made manifest.
For this reason, while recognising that such experiences will be reported ex post 
facto rather than observed by a third party, I have found it useful to include my own 
experiences as an aspect of the study, though probably as a distinct ‘category’ in the 
presentation, analysis and interpretation of the data.
A step along this route was taken in the initial, pilot phases of the research process 
by my participating in a “triangulation” interview on the background to the research 
and the perceived relevance to me in this context of my own experiences in areas 
related to the current research study. The transcript of this interview was later 
reviewed and analysed as part of the overall data analysis.
In reviewing the transcript of the triangulation interview several years later, after 
having written most of this thesis, I am struck by how much of it focuses on my 
concern with researcher objectivity and distance, even though I had by the time of 
the interview committed myself to a qualitative, phenomenological approach. While I 
had accepted at an intellectual level that I needed to be travelling on a new road in 
my research, the anxieties that I expressed during the interview indicate the strength 
of my attachment to the route with which I was familiar.
Method Selecting
Early in my career I received training in Operational Research (OR) methods and in 
those of Action Research. While quite distinct in their approaches, both of these 
research methods are oriented to pragmatic problem solving. In OR, the
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characteristic approach to problem solving in an operational environment is to seek 
parallels between the presenting problem and other situations, possibly in totally 
unrelated fields that demonstrate similar characteristics. As has been noted 
previously, this approach has much in common with the analogical communication 
processes suggested by Bartunek and Moch (1994) as being characteristic of 
second-order organisational change. The operational researcher endeavours to 
learn from the parallel situation and then, by a process of analogy and deduction, to 
apply that learning to the search for a solution to the operational problem. The 
application takes the form of modelling the problem and testing the model against a 
range of possible solutions, until such time as the problem is solved or, at least, the 
situation is improved. The approach lends itself to multi-disciplinary and/or cross- 
disciplinary working. The OR team of which I was a member included, for example, 
mathematicians, physicists, bio-chemists, engineers, a psychologist, an economist 
and a sociologist.
Action Research, like OR, aims to involve “ the application of scientific
methodology in the solution of practical problems  [Lewin (1947)] However,
while the approach of OR has tended, as its name suggests, to focus upon 
operational issues, such as vehicle routing, hospital and school siting, queuing and 
scheduling issues, etc., Action Research has tended to be more concerned with 
organising, with organisations and with the interpersonal processes involved in their 
functioning. It lends itself, therefore, to the application of behavioural scientific 
methods somewhat more readily than to those of physics and mechanical 
engineering. However, like OR, Action Research also involves modelling as, for 
example, in “a model for planned change together with a normative model for 
learning {Sanford (1981)].
Both approaches are characterised by the presence of a problem area that is 
perceived to require action for its resolution. Both are, therefore, problem driven. 
The problem is “owned” by someone other than the researcher and, therefore, the 
research is “client-centred”. There is an expectation on the part of the client, who is 
frequently but not always the commissioner of the research, that it will lead to a 
positive outcome, which is a problem solved or ameliorated, rather than a 
contribution to knowledge or the development of theory.
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By definition, the outcome of a piece of action research must challenge the status 
quo by generating testable propositions that can be validated against a body of 
theory on the one hand, and a solved problem on the other. However, the pressure 
on the researcher to produce a “solution that works”, may limit his or her opportunity 
to seek such validation. The fact that the answer provided by the research works in 
practice may well offer sufficient validation for the piper who has called that particular 
tune. Further validation of the theory may be seen to be irrelevant if the solution 
offered works and is seen to be robust in practice.
Given this background, my initial approach to the study of the change drivers was to 
adopt an action research approach involving the following stages:
• Specification of the “problem” and a hypothesis as to how it might be addressed
• Investigation and data collection
• Recording of the interventions made and actions taken by the researcher and by 
the change drivers themselves
• Model development and continual testing and re-testing of the model in practice.
Nevitt Sanford (1981 ) identifies five types of action research:
□ Diagnostic -  a process following the above stages that leads to a series of 
recommendations to the client as to how the presenting problem may be solved.
□ Participant -  a process actively involving those who own the problem and 
who will take action in implementing its solution as co-researchers in the research 
process.
□ Empirical -  involving systematic and rigorous monitoring and recording of 
each step of the research and of the data (planned and unplanned) that it generates, 
as a basis for theory generation, in addition to problem resolution.
□ Experimental -  involving the identification and testing of options in practice
prior to selection of a “preferred” option for full scale implementation.
□ Appreciative Inquiry -  using the action research process as a means 
towards the development of theory that will itself precipitate action leading to social 
innovation, on a wider stage than that occupied by the presenting problem.
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This approach at first seemed likely to be useful to me in conducting my own 
research.
However, this thought was short lived as exploration of these action research options 
caused me to question the appropriateness of the approach to the study of change 
drivers. In the first place, what are the problems ‘owned’ by the change drivers who 
are the subjects of the research? Each is confronted by the challenge of driving 
through a significant change within his organisation. But this does not mean that he 
experiences it as a problem. My concern was to study both extrinsic and intrinsic 
consequences of the change process for the change driver. Yet my own experience 
and prima facie observation of the experiences of numbers of my clients, suggested 
that the intrinsic factors are often belittled, ignored, repressed or denied by the 
change driver. Indeed in one case, a director had commented to me that feelings 
and expression of concerns for his managers, “as spouses and parents”, would put 
him at risk of taking his, “eye off the ball”. Moreover, it did not appear to me that 
Sanford’s five types of action research would, of themselves, provide access to these 
factors.
My experience suggested, and the suggestion was confirmed by writers such as 
Noer (1993), that among the unplanned consequences of the changes that my co- 
researchers were driving would be some personal costs to themselves, which they 
may or may not have anticipated or subsequently recognise or acknowledge. 
However, this would need to be my “concern” as researcher rather than their 
“problem” as change drivers. But this would also be likely to raise questions of my 
moral responsibility. If I as researcher were to learn from information freely imparted 
to me by another that was indicative of actions and processes that were likely to 
prove damaging to my informant or others and of which the informant was unaware 
or denied, I could not treat such information simply as data. Particularly given the 
triggers that had brought me to the research questions in the first place.
In addition, the questions that I was raising were not simply for the purposes of the 
research, finding answers to them “mattered” at a personal level to me. With Jourard 
(1971, p.60), I consider that,
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the person who reads or listens to the hitherto concealed authentic 
experience of another is enriched by it. To learn of another’s 
experiencing is to broaden and deepen the dimension’s of one’s own 
experience .... in ways that we do not yet fully understand, at least in a 
scientific sense, the disclosed experience of the other person enables us 
to see things, feel things, imagine things, hope for things that we could 
never even have imagined before we were exposed to the revelations of 
the other.
Such a gift could not be accepted if I were not willing to reciprocate the generosity of 
the giver, even if it meant contaminating the situation that I was studying.
I am also aware that, following the experiences of some of my clients and the issues 
raised for me by [Noer (1993), Stuart and Critchley (1995)], I was experiencing a 
negative reaction to my many years of having worked within a “positivist/”scientific” 
tradition where concerns about the “rigour and validity” of the approach had tended to 
outweigh concerns for the meaning and specific costs of the outcomes to those 
involved, so long as the overarching objective was achieved. Putting it simply, I had 
to acknowledge that I had been working with the tacit assumption that if there was to 
be an omelette, broken eggs were inevitable. The concern for theoretical rigor on the 
one hand, and a positive outcome for the client on the other were of greater 
significance than concern for the unplanned, negative consequences, provided that 
these were minimised or rendered acceptable from the perspective of the 
organisational ‘client’.
In endeavouring to select a research method that would be likely to result in a more 
balanced inquiry, and acknowledging the need to give greater consideration to these 
unplanned and, possibly, unacknowledged consequences, I was also anxious not to 
give them undue emphasis (an over-reaction). I was, therefore, drawn again to 
phenomenological methods of qualitative research. These included, amongst many 
others, ethnographic, grounded theory and heuristic inquiry based research 
approaches in areas of organisational research. These are discussed briefly below:
Ethnography, although traditionally associated with anthropological studies involving
participant observation of cultures that are distant from that of the researcher, is
increasingly employed as a method for organisational research. The researcher
immerses him or herself in the culture of the organisation in order to discover, “the
subjects’ rules for organisational life, to interact with them for a frequency and
duration of time ‘sufficient’ to understand how and why they construct their social
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world as it is and to explain it to others [Rosen (1991) pp1-24)]. An ethnography 
should represent and articulate the world views of those studied, but it should also 
engage with them,.raising questions about structures and practices which would be 
taken for granted in the normal course of events. Its method typically, “involves 
extensive fieldwork in a variety of social settings that allow for direct observations of 
the activities of the group being studied, communications and interactions with the 
people, and opportunities for formal and informal interviews” [Moustakas (1994, p.1)]. 
[Watson (1994 p.7)] describes ethnographic research as involving, “feeling one’s way 
in confusing circumstances, struggling to make sense of ambiguous messages, 
reading signals, looking around, listening all the time, coping with conflicts and 
struggling to achieve tasks through establishing and manufacturing a network of 
relationships. ” He contrasts this, somewhat unfairly in my view, as a critique which 
emerges from dialogue, rather than one which is imposed by “a holier-than-thou,” 
radical or critical sociologist (p.8).
Grounded Theory was developed in the nineteen sixties, in some ways, as a 
reaction to the “Grand Theory” approach to sociology of Robert Merton (1957) and 
what might be called the Total Social Systems approach of Talcott Parsons (1951) 
(both of which had formed significant parts of the bedrock of my own, undergraduate 
sociological schooling). Glaser and Strauss (1967) developed Grounded Theory as a 
means of, “discovering theory from data systematically obtained from social 
research, as opposed to logically deduced theories based on ungrounded 
assumptions, ” such as, for example, theories relating to the structure of social action 
(Merton) and to the social system (Parsons). Glaser and Strauss are highly critical of 
approaches to research that are empirical in nature but which appear to seek 
legitimacy by the building of what they consider to be “spurious” links to theory of the 
Mertonian/Parsonian kind. The data on which such studies are based, they argue, 
can rarely bear the weight of the theoretical frameworks that are placed upon them. 
They write,
so often in journals we read a highly empirical study which at its 
conclusion has a tacked on explanation taken from a logically deduced 
theory.
Glaser and Strauss (1967)
While they see no fundamental clash between the purposes of positivist/quantitative 
approaches on the one hand and phenomenological/qualitative ones on the other,
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they do see a real conflict between the “primacy of emphasis on verification or 
generation of theory”. Like Watson’s view of ethnography, they place emphasis upon 
the emergence of theory from data, as" opposed to the collection of data to test a 
theory.
Strauss defines grounded theory as a
detailed grounding of the research inquiry by careful analysis of the data, 
involving the examination of field notes, study of the transcribed 
interviews sentence by sentence, coding of each sentence or phrase, 
sorting the codes, making comparisons among the categories and 
ultimately constructing a theory. (1987).
Earlier in this Chapter, mention was made of McLean, Sims, Mangham and Tuffield’s 
study of organisation development practitioners. They based their work on a 
grounded theory methodology, using the definition of grounded theory offered by 
Dunn and Swierczek (1988).
Grounded theory, then, means continuous efforts to relating existing 
concepts, methods and practices such that ‘experience’ in it widest sense 
becomes available for public discussion.
Judi Marshall’s study (1995) of sixteen women managers in senior positions who left 
their employment also employs an approach rooted in grounded theory. It provided 
me with a useful benchmark for the change driver’s research, being concerned with a 
small group of co-researchers, in different organisations sharing a similar experience 
(in this case, leaving their employment). She comments:
My style of research can be broadly labelled ‘constructivist’. I do not 
believe that there is objective knowledge that we discover, or that the 
researcher should maintain a distance from the issues that they study 
and the participants involved. Rather I believe in research which is 
experimental, action-related and collaborative in intent. Any ideas 
generated are constructed through the process of research, and 
historically situated.
Marshall (1995, p. 24)
Heuristic Inquiry. There is an immediate appeal to a researcher, who is concerned 
to establish a counter-balance to the demands of positivist inquiry for independence, 
objectivity, replicability and measurement, in an approach that provides access to
and illuminates the intrinsic factors at work in processes of organisational change.
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Notwithstanding the statements of Capra (1996), Marshall and Mitroff (1995), and 
Kilmann (1978) that the objective knowledge claimed by positivist methods does not 
exist, there nevertheless remains a requirement for rigor and discipline, which is 
clearly demonstrated in both ethnography and methods based on a grounded theory 
approach.
Heuristic inquiry takes the process a significant step further, it seems to me, by 
acknowledging the researcher as an active and significant “player’' in the matter 
under study. It is described by Moustakas (1994, p. 13) as
a process that begins with a question or problem which the researcher 
seeks to illuminate or answer. The question is one that has been a 
personal challenge and puzzlement in the search to understand one’s 
self and the world in which one lives. The heuristic process is 
autobiographical, yet with virtually every question that matters there is 
also a social -  and perhaps universal significance.
Given my career history, rooted in a positivist, systems rational approach, but 
experienced predominantly in a practitioner environment, heuristic inquiry appealed 
to me because it offered a fundamental challenge to the approaches in which I had 
been trained and which I had adopted in all my previous research work. The 
questions that I was raising did indeed concern issues that were of deep personal 
concern and a source of puzzlement to me. My concern was not so much with the 
capacity of the models and approaches with which I was familiar to address the 
things that they set out to address, but with questions to which such methods could 
offer no answer because they could not raise them in the first place. My engagement 
with the research questions was one that involved issues of meaning, feelings and 
sensemaking. For several months I had been feeling increasingly ill-at-ease with the 
consequences of some of the outcomes of the work in which I had been involved. 
These feelings had crystallised with my attendance at Stuart and Critchley's 
workshop and dealing with them would necessitate my finding a different approach to 
addressing the questions that were raised: an approach that acknowledged that how 
I felt about the issues was a critical element in the research process.
I decided by a process of elimination that I would explore the implications of adopting 
an approach employing heuristic inquiry as described by Moustakas rather than any 
of the others that I have described above. The choice was made not simply because
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it acknowledged the researcher’s role in the dynamics of the research process, but 
because it placed it at its core.
However, I found that I was simultaneously drawn to and repelled by the heuristic 
inquiry approach to research. Drawn to it because, it appeared, to me that it is 
consistent with my preferred and familiar action research processes, insofar as it is 
anchored within an experiential framework. On the other hand, it is not specifically 
focused on problem solving. Its focus is more upon developing an understanding of 
what a particular experience means for another person and, in so doing, shedding 
light upon one’s self understanding and insight. The method also requires that the 
researcher initiates the process through a thorough exploration of his own 
motivations, experiences, and meanings (including the triggers for the intensity of his 
interest in the research topic in the first place).
Our most significant awareness’s are developed from our internal 
searches and from our attunement and empathie understanding of 
others. (Noer, 1993).
Organisational and managerial research and development is, “what I do”. But to turn 
the focus of inquiry inwards as is required/suggested by heuristic inquiry not only 
appeared to be necessary but at the same time challenged the basic principle of my 
previous education and professional training. Quite apart from reducing the 
“objectivity” that I had previously felt to be a fundamental requirement of “proper” 
research, I initially sensed the approach of heuristic inquiry as being somehow self- 
indulgent, diverting the researcher’s attention away from the subject of his inquiry in 
order to feed his own ego. At the same time, intellectually, I had already 
acknowledged that true objectivity, as implied by the positivist line of argument is 
unattainable, even in so-called “pure science” inquiry. Nevertheless, my position had 
always been that the researcher does have an obligation to minimise the 
“contamination” of the subject matter of his inquiry by his interactions, motives and 
personal drivers. This inner conflict was to characterise my relationship to my 
research for most of its duration.
A grounded theory based approach might have enabled me to “back off” from the 
negative feelings generated by the conflict between the assumptions and principles 
of my past work and the requirements of heuristic inquiry. However, my primary 
interest was to develop my understanding of the meaning and consequences of
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driving through a major organisational change for the change driver himself. The 
requirement of grounded theory to develop codes and classify categories, with the 
objective of facilitating the emergence of theory, while helpful, appeared to me to run 
the risk of establishing a theoretical framework of interpretation, lying between myself 
as researcher and my capacity to understand and experience the sensemaking 
processes of and meanings for the change driver. I was also concerned lest a 
concentration on the specific stages of the methods of grounded theory might 
become ends in themselves. With Sidney Jourard my concern was to ensure that:
my commitment in the dialogue is not to a theory, technique, or setting, 
but to the project of abetting another person’s wholeness or growth. Of 
necessity, there are technical ways of embodying this project, but these 
always reach an impasse, the seriousness of my commitment receives its 
test: AM I COMMITTED TO MY THEORY AND TECHNIQUES OR TO 
THE PROJECT? (capitals are GMR’s).
Jourard (1971, p. 159).
In a similar vein, Robert Tannenbaum encapsulates this dilemma as one which 
frequently separates the researcher from the practitioner, writing,
we are often so afraid of being ourselves that we need techniques, 
methods and a handy tool kit to fall back on to give us some security and 
support so that we don’t have to face ourselves as professionals and as 
human beings.
Tannenbaum (1997, P.171-175).
Thus, Objectivity ... means seeing what an experience is for another 
person -  not its cause, its reason for existence, nor its definition and 
classification. It means seeing attitudes, beliefs and feelings of the 
person as they exist at the moment, perceiving them whole, as a unity.
Moustakas, (1994, p.93).
The inner conflict generated by the challenge of being required to substitute an 
approach that consciously, explicitly and actively involves the self in the research is 
(for one used for more than thirty years of practice in which the self was at best 
irrelevant, if not a dangerous contaminant) very uncomfortable.
It also caused me to suspend progressing from the early, pilot phase of the research 
in order to seek a resolution to my inner conflict. This search involved my exploring a 
variety of other methodological options, diary keeping, and triangulation interviews
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with colleagues and readings in parallel areas. The latter included limited further 
forays into the sociology of knowledge (Mitroff, (1983), Mitroff & Linstone (1993), 
neuropsychology (Luna (1971), Sacks (1984), Greenfield (1997) and Ornstein (1975) 
and reflective practice (Schôn (1991) and Argyris (1976). These all proved extremely 
helpful in that they highlighted to me that similar dilemmas arise in each of these 
fields
As I considered these dilemmas and endeavoured to resolve them in relation to my 
own research, it became clear that I had, in fact, already embarked upon a process 
of heuristic inquiry, but by default rather than by conscious design. The reflections on 
method, readings and dialogues with colleagues all formed part of the heuristic 
process.
Moustakas identifies six phases in heuristic inquiry. (1990, p.27). These are as 
follows:
• Initial engagement
• Immersion
• Incubation
• Illumination
• Explication
• Creative synthesis
In Chapter 1, I recorded that, at the very beginning of my research programme, I was 
asked what “passion” I had for the research topic. At the time, the question struck 
me as inappropriate if not bizarre. To me, the research was a logical progression 
from the work that I had been doing with directors and senior managers and from my 
earlier research work on the approaches to learning as perceived to have been 
employed by 144 company directors. The issues raised by Critchley and Stuart, and 
reflected in a number of my clients, indicated to me that the learning experiences of 
change drivers was worthy of study, though from their own, personal perspectives 
rather than that of the organisations of which they are members.
In addressing these questions of myself, I now realise that I was already embarking 
upon Moustakas’ phase of initial engagement; the task of which is:
to discover an intense interest, a passionate concern that calls out to 
the researcher, one that holds important social meanings and personal, 
compelling implications. The initial engagement invites self-dialogue,
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an inner search to discover the topic and question. During this process 
one encounters the self, one’s autobiography, and significant 
relationships within a social context.
Moustakas (1990, p. 27).
Having experienced many of the aspects of this task, it became increasingly clear 
that a number of the features described by Stuart, Noer and others concerning the 
“downside” of organisational change had characterised my own experience. For 
example, the language of change within the computer industry had tended to be 
callous and violent. The use of phrases such as, “if you don’t like the heat, get out of 
the kitchen”, had been commonplace. Poor performance was not tolerated and, 
therefore, often hidden rather than confronted. Fear of failure caused my colleagues 
and I to work excessively long hours and to denigrate those who did not by way of 
justifying our own unhealthy behaviours. Techniques such as zero-based budgeting 
and quarterly performance reviews against steadily raised targets were claimed to 
develop a competitive spirit, but in fact could be characterised as an implicit belief 
that people did, “their best work when terrified”. (Moss Kanter (1989). I postponed 
my plans to continue the interview process beyond the initial pilot interviews in order 
to reflect further on these issues. This decision introduced me to my first experience 
of the immersion phase of the heuristic process. It became much easier to move 
from a concern that was almost exclusively focused on the extrinsic factors of 
organisational change to one where intrinsic factors took centre stage. I cannot in all 
honesty say with Moustakas that, at this early stage:
Once the question is discovered and its terms defined and clarified, the 
researcher lives the question in waking, sleeping, and even dream states. 
Everything in his or her life becomes crystallized around the question.
The immersion process enables the researcher to come to be on intimate 
terms with the question -  to live it and grow in knowledge and 
understanding of it. (1990, p.28).
Nevertheless, the questions of meaning, personal impact and growth on the one 
hand and denial, guilt feelings and sickness on the other, all of which are associated 
with processes of organisational change, became a pre-occupation in my discussions 
with clients; in dialogues face to face and on the internet, and in seminars attended 
and papers that I presented at conferences. This would appear to me to echo many 
aspects of Moustakas’ immersion criteria.
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This phase proved to be extended considerably beyond my expectations. Firstly, 
once I secured the commitment of the director change drivers and felt ready to 
commence the main interviews, it became apparent that these would be likely to 
extend over a period of at least eighteen months because of the nature of the 
changes in which the directors were engaged (in several cases, more than two years 
elapsed before the first and final interviews). Secondly, a number of major 
disturbances in my own environment were to disrupt my own life, causing a delay of 
a further two years to my active engagement in the research process, while leaving 
me immersed (possibly wallowing) in the issues arising from the data that 1 had 
gathered from the interviews.
Incubation “allows the inner workings of the tacit dimension and intuition to continue 
to clarify and extend understanding on levels outside the immediate awareness. ” (Q3)
During the initial period of my endeavouring to come to terms with the possibility of 
moving into an area of research where my own self and life world experiences would 
become integral to the study itself, I continued to read widely around the subject of 
organisational change and different approaches to its study. I also made contact with 
other researchers working in related fields. As a consequence of this reading, 
reflection and discussion with colleagues, it occurred to me that it would be possible 
to allay my concerns about the overt involvement of self in the study by 
“benchmarking” my work against three other research studies, each of which I 
regarded as models of their type.
Each study was based upon a different method, but concerned with aspects of the 
impact of organisational change on both extrinsic and intrinsic aspects of the lives of 
those touched by the organisation that is their focus.
The first study was American and reported by Rosabeth Moss Kanter in her book 
“Men and Women of the Corporation” ^ 977) and based upon a traditional, normative 
sociological approach.
The second and third studies have been mentioned already in this paper. They are:
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An ethnographic study of a British manufacturing company undertaken by Tony 
Watson of Nottingham Business School and reported in his book, “In Search of 
Management. " ( 1994).
The third, was the study of sixteen women undertaken by Judi Marshall, employing a 
grounded theory based approach and published as, “Women Managers -  Moving 
On. "(1995).
I selected these three studies against which to benchmark my own work for a number 
of reasons.
Firstly, they appeared to me to map the transition from what has been characterised 
as “old” (normative) to “new” (interpretive) paradigm research. For example, Moss 
Kanter based her work on a structural and systems perspective, seeing these 
aspects of organisation as both significantly constraining the opportunities for 
organisational members to realise their potential, but also as offering a, “hopeful 
vision of the transforming power of outside intervention. ” ( 1977).
Watson moved closer to a personal, or participant role in his ethnographic study, 
which has much in common with an action research approach. Thus,
I made an ethical decision that I should devote my efforts to helping 
improve the performance of the managers who were currently employed.
This ethical decision also had pragmatic advantages: by making it clear 
to managers that my interest was in assisting people to manage better, 
rather than judging and ‘reporting’ on them, I could maintain their trust 
and, therefore, their cooperation. (1994, p.35).
Marshall, studies from a feminist perspective and this perspective, she declares, 
informs (but does not dictate) her view. Unlike the other two studies, she is not 
concerned with particular organisations but with particular managers -  women who 
leave their organisations. She described her approach as involving sense-making, 
appreciating the lives of the managers she studied from different perspectives 
simultaneously. “Sense-making”, she states,
is a creative, active process we live by. It will often be appropriate to 
entertain more than one possibility, and we shall often need to choose 
one ‘truth’ temporarily (and with openness to review) to guide our action.
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Marshall (1995, p.24).
In selecting this particular study as a benchmark for my own, one of the attractions 
lay in the similarities between the two studies that involved their focus upon a small 
number of senior managers from different organisations having an experience in 
common. In the case of Marshall’s study, the common experience was that of 
leaving their organisation. In the present study the common experience was that of 
being accountable for bringing about a major change within an organisation as one of 
its directors. It could also be added that both studies focus upon single gender 
studies, Marshall’s on female senior managers, my own upon male directors.
Marshall describes her approach as, “turning things in the light, revealing different 
facets as I do so". This imagery, appealed to me as I embarked upon a heuristic 
inquiry into the experiences of the nine change drivers. I recognise now that one of 
the light beams in which I was turning things, originated from my own experiences as 
a researcher, as a manager of change and from the impact of the external nudge to 
my long held positivist mind set provided by Stuart and Critchley’s workshop. 
Illuminating the study and its method (itself unfamiliar to me in my past work) from 
three other sources would, I hope, make the subject matter more readily visible, while 
reducing areas in shadow to a minimum.
The shift from a positivist research framework to one based upon a heuristic inquiry 
proved to be as challenging in practice as it was to make the decision to embark 
upon it in the first place. The experience is reviewed in Chapter 8.
Moustakas includes a quotation from Carl Rogers (1965, pp. 182-194) in his 
introduction to heuristic research in which he suggests that it, “would tend to do away
with the fear of creative, subjective speculation This fear is a very deep one.”
(Moustakas, 1990, pp.98).
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While I do not consider that I had any such fear of such speculation per se, allowing 
myself to count it a legitimate and necessary part of the research process did indeed 
prove to be a new and sometimes disturbing experience.
2: (vi) Researchers and Practitioners
The literature on management, change management, organisation development and 
on the research into these areas contains numerous references to the tension that is 
perceived to exist between academic researchers on the one hand and practitioners 
on the other (Schôn; 1983, Argyris & Schon, 1996). One of the major sources of this 
tension is seen to be the necessary, problem centred orientation of the practitioner, 
which provides him or her with a requirement to focus on, “issues of relevance”. 
Relevance, that is, to the organisation or person with the problem, rather than to a 
commitment to contribute to knowledge per se. This is contrasted with the, “proper, ” 
focus of the researcher, which is upon rigorous scholarship. As such the researcher 
is required to remain neutral, adopting a sceptical stance towards the issue under 
study and the way in which it is defined.
The practitioner’s problem orientation links him more closely to the approach of 
action researcher than it does to the researcher concerned with the knowledge as an 
end in itself. The present study is an inquiry into organisational learning, insofar as it 
seeks to develop insights and understanding into the processes and patterns of 
sensemaking and learning experienced by directors of organisations who are 
accountable for driving major change processes through or within their organisation. 
As such, it is not “problem focussed”, in the sense that the researcher is seeking to, 
“detect and correct errors in organisational performance". But neither is it concerned 
with the generation of what Everett Hughes (1959), describes as “esoteric 
knowledge”.
It is hoped that the outcomes of this inquiry will add value in both areas. That it will 
inform the researcher’s own practice and, hopefully, that of other practitioners, and 
that it will also add to the body of knowledge and understanding of processes of 
learning within organisations, thereby meeting the standards of good scholarship.
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But, given that the researcher has spent most of his working life as a practitioner in 
the area of organisational change, it is necessary to confront three fundamental 
questions.
First, if the researcher seeks to offer a piece of research that is 
characterised by academic rigor, neutrality with regard to values and 
"objective distance” from the research logic and its associated data, 
does this require that what he already “knows” about the research 
topic (whether such knowledge is formal, conscious or tacit) be 
ignored?
Second, if the answer to the first question is affirmative, is it possible 
that this particular researcher can adopt the stance of a, “spectator- 
manipulator, ” acting as a distant observer keeping the subject matter 
at arm’s length and exempting himself from the world in which the 
subject is located? (Vickers, 1968),
Third, what is likely to be lost if the researcher adopts the stance of an 
“agent-experient,” (Vickers) locating himself within the world of the 
research subject as a concerned actor, “whose actions and 
appreciations may be partly guided and changed by better 
understanding of the situations which prove to be relevant to [his] 
concerns”. (Vickers)
For this particular researcher, the issues were rendered more complex by the fact 
that in addition to being a practitioner in terms of his roles as a manager, as a 
company director and a consultant to managers, he also has a background as 
researcher (albeit in action research as opposed to what is sometimes referred to as 
“pure” or “scholastic” research), where he was subject to the exactly same 
requirements for objective distance and to, “take himself out of the picture”, and to 
demonstrate objectivity. But in this particular research undertaking he has 
consciously chosen to move from his familiar, positivist frame of reference in order to 
employ a qualitative, heuristic inquiry based method that is rooted in phenomenology 
rather than positivism. In popular parlance this is something that might well be 
described as being a something of a, “double whammy.” Not only has the researcher
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opted to place himself in the position of agent-experient but has also thrown over the 
positivist disciplines that had in the past given that position a cloak of respectability.
Reflection on these and related questions, both in isolation and in discussion with
»
colleagues, led this particular researcher-practitioner to the following conclusions and 
further questions.
The motivation for the present research was triggered by what may be termed a 
crucible experience in relation to the researcher’s role as a consultant, as a manager 
and as a company director (participation in Stuart and Critchley’s workshop). Simply 
put, this experience suggested that the consequences of the unplanned outcomes of 
planned changes within organisations would always incur “costs” that would not 
necessarily be taken into account (far less evaluated) by the change drivers, even 
though such costs might outweigh the benefits planned, and frequently perceived to 
have been gained from the change in the wake of its implementation. The 
experience also raised the possibility that such unplanned consequences would be 
likely to generate outcomes for the change drivers themselves that they themselves 
might be unaware of, not recognise or which, if they did recognise them, they might 
seek to externalise. To what extent are these consequences recognised and 
acknowledged by the change drivers? How do change drivers make sense of such 
outcomes? Do they learn from them and, if so, what do they learn and how do they 
make sense of them and what meanings do they attribute to their learning?
This suggested to me that the answer to the first and second of my three 
fundamental questions could not be affirmative. While the research could be 
conducted with rigor and a degree of objectivity, not only would it be impossible to be 
distanced from the research data and the research subjects, the years of experience 
and knowledge developed by the researcher as an “agent-experient” were 
fundamental to the research itself.
The answer to the third question -  what might be lost by the adoption of an “agent- 
experient stance” - appears to be a measure of neutrality and scepticism and a 
potential lack of sensitivity to discontinuing evidence. However, there is also a 
potential loss from the practitioner’s perspective that is also significant. Argyris and 
Schôn (1996) suggest that organisational practitioners are designers, producers of 
products, solutions to problems arising in the organisation in which their actions take 
place.
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Like academic researchers, organisational practitioners have a lively 
interest in forming and testing hypotheses about their environments. But 
because practitioners are agent-experient designers whose actions serve 
the dual function of probing and influencing their situations of action, their 
inquiry is subject to a different ‘stopping rule’. In at least one view of 
science (Popper, 1968), the scientific cycle of hypothesis forming and 
testing should continue for as long as members of the community of 
inquiring bring forward plausible competing hypotheses. For practitioners 
on the other hand, that cycle comes appropriately to a close when their 
inquiring enables them to achieve their intended results and when they 
like, or can live with, the unintended side effects inherent in their 
designing (emphasis added -  GMR) (Argyris and Schôn, 1996 Page 
37).
Given that such unintended side effects and their impact provided one of the main 
triggers for the present study, the impossibility of achieving satisfactory closure, in 
the sense that a problem is solved or an answer provided, has to be a loss from the 
perspective of consultant-practitioner/agent-experient. This loss is compounded by 
the adoption of an approach employing the methods and approach of heuristic 
inquiry. The experience itself takes centre stage. There is no problem to be solved, 
no formula to be derived, no answer to be given, no theory to be developed.
The research deals with aspects of the social realities of nine different individuals 
functioning within nine different organisations (although there happens to be a 
degree of overlap between two of them, Guiting Power and Acton Trussed) observed 
through their interactions with the researcher, and the narratives that developed 
between them. Such realities are ephemeral and each set of events and interactions 
with the researcher is unique. Precise replication of these realities is not possible. 
From both perspectives, that of scholarship and that of practice, there is, therefore, a 
loss.
However, the absence of a practitioner’s “stopping rule” and orientation to problems, 
their solution and subsequent action does not mean that the roles of academic 
researcher and practitioner are both excluded by the nature of this particular 
research topic and the would-be researcher’s relationship with it.
Argyris and Schôn, (1996 Page 45) argue for practitioner/researcher collaboration in 
action research stating that,
the researcher who embraces a program of collaborative action research 
on organisational learning becomes, like the practitioners he joins, an 
agent-experient. At the same time [they suggest] the practitioners are
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likely to become more aware of the limitations to the models that they 
employ. The theories models, exemptas and heuristics that the 
researchers bring to the practice situation they will use as lenses on the 
situation, to be tested for their use in making sense of it, but not as 
substitutes for what Kevin Lynch once called ‘the best kind of theories’, 
those constructed in the situation itself.
The present study, as has been suggested earlier (in Chapter Two), is located in the 
field of qualitative research that,
produces findings not arrived at by statistical procedures or other means 
of qualification (involving) research about lived experiences (emphasis 
GMR) where the bulk of the analysis is interpretive. (Strauss & Corbin,
1998, p.10).
This location, therefore, has required that the researcher move:
> from a positivist to a qualitative-interpretist viewpoint
> from a problem centered, action research perspective to one that is more 
person centred
> from a practitioner, agent-experient orientation towards one that combines 
this orientation with that of researcher in spectator manipulator mode 
working though a screen of objective distance.
while endeavouring simultaneously to maintain connection with each of the points of 
origin of the research. In other words, to establish the collaborative frame of 
reference, as argued for by Argyris and Schôn, within the researcher himself. This 
represents a significant personal challenge to the researcher -  from a mutually 
exclusive, “etfher/or"approach to the paradoxical “both/and” position.
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Chapter 3: The Director Change Drivers and their Changes 
Overview
In this chapter the initial interview process is described and the nine change 
driver directors are introduced by means of a brief biographic profile together 
with a brief outline of the organisational change in which they were engaged. The 
nature of the emotional engagement of the researcher is recorded and the 
relevance of social constructionist models to the interview process is noted as is 
the suggestion that discourse analysis might be incorporated into the research 
method. The process of the later interviews is described
3. (i) The Change Drivers
I approached the nine directors, Chief Executives and Chairmen In late 1996 and 
early 1997. Each one was currently, or had been recently, involved in a major 
change process within his organisation. The nine directors were not selected as a 
representative sample in any way. They were chosen on the basis:
(a) that they were known to the researcher
(b) that they were involved in major organisational changes
(c) that they seemed to have interesting stories to tell, and
(d) that they were likely to participate in the research.
As stated in the previous Chapter, all nine agreed in principle to be involved and for 
the researcher to meet with them individually with the following objectives:
-  To undertake an initial, pilot inquiry into the kinds of changes in which the 
directors were involved and for which they had some personal 
responsibility.
To gather data from each director under the following headings:
1. Biography
2. The Nature of the Change
3. The Change objectives
4. The Research Contract and Negotiation of the
Subsequent Interview Process
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Each of these initial meetings took the form of a semi-structured interview at which 
the researcher took notes to a pre-determined schedule. Later interviews were tape 
recorded, but I did. not feel able to do this until after the research contract between 
myself and each director had been agreed (to include the use of a tape recorder).
This initial phase commenced in January 1997 and was virtually complete by the end 
of March 1997. One of the directors originally contacted indicated that the change 
process in which he was to be involved was not likely to get under way until late in 
1997 and was not interviewed again until December that year.
In the section that follows, a summary profile of each director is offered. Code 
names are provided for each individual and, where appropriate, for his organisation, 
as confidentiality was a jointly agreed condition of each director’s participation. In 
order to select a code name for each change driver director, I referred to the 
gazetteer section of a road atlas of Great Britain and selected twenty villages with 
two words in their name. These names were then placed on slips of paper and 
drawn at random and allocated to the real life names of the change drivers. The new 
name was then substituted in all notes, etc. relating to the research.
A synopsis of each director’s biographical details and of the change in which he was, 
had been or was about to be involved is preceded by a table (Summary Table 1 on 
the following page) that shows the code name, position, industry sector, age and 
educational and professional qualifications of each of the directors who participated 
in the research study.
91
Change Drivers
Summary Table 1
Research Participants
Director No & 
Code Name
Position Industry Age 
At time 
of first 
Meeting
Qualification
1. Brent Pelham Chief Executive 
Public Authority
Public Sector 41 Professional
2. Carlton Rode . Director General 
National, 
Professional 
Institute
Professional
Sector
50 BSc
Professional
3. Bowers Gifford Director,
Human Resources
Multi-national 
Engineering pic
55 MA
Professional
4. Guiting Power Director & CEO Private Sector 
Partnership 
and pic
52 Stanford Exec. 
Programme
5. Acton Trussell Executive Director, 
Private co. and Non- 
Executive Director, 
Private Group
Private Sector, 
Restaurants 
and software
51
Professional
MBA
6. Baddesley Clinton Chairman and Chief 
Executive, Pic and 
Non-Executive 
Director of various 
companies
Private sector 
Fmcg Pic
53 PhD, MBA
7. Monkton Wylde Director and Chief 
Executive
N.G.O. 
Private Limited 
Company
53 BA
8. Ramsey Mereside Director and Chief 
Executive
Energy pic 55 BSc.
9. Alton Barnes Executive Director pic Aerospace
Engineering
50 GCE ‘A’ Levels 
Professional
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3. (ii) The Change Driver Biographies and their Changes
At our first meeting each director was given the statement summarising the aims and 
objectives of the research and the issues that I wished to cover during the meeting. 
The meeting was recorded on a structured schedule (Appendix 1A and 1B) and each 
director was asked to tell the story of how he came to be in the position that he 
occupied in his organisation and to describe the nature of the change for which he 
was accountable.
Story-telling was, therefore, built into the research design from the outset. As such 
the research was dealing with facts recalled as experience rather than with facts as 
information. The stories were told to the researcher from a perspective that he had 
defined and as reflected in the interview schedule and the research brief. They were 
recorded and are re-told here and in later chapters by the researcher. Therefore, it 
would be as well to note Gabriel’s (1998) distinction between the chronicler and the 
story-teller at this juncture:
the chronicler is committed to accuracy, the storyteller to effect.. The 
. former treats his/her material w ith. the respect of an archaeologist, 
wishing to discover, preserve and display valuable objects, his/her own 
pride lying in his/her claim not to have tampered with the material. The 
latter treats his/her material in a far more cavalier manner; his/her skill 
lies precisely in turning plain material into something valuable and 
meaningful.
Gabriel (p. 101)
The meaning that the change driver ascribed to his material as a significant aspect of 
his processes of sehsemaking and learning was of primary interest to the researcher.
The summaries that follow are summarised from the researcher’s notes and from the 
interview schedule of each of the initial interviews with the nine director, change 
drivers.
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Director 1: Brent Pelham Chief Executive, Public Authority
Biography
Brent Pelham trained as a Chartered Accountant on leaving school after taking his 
GCE ‘O’ Levels. He worked in London and the Home Counties until qualifying in 
1976. He had, initially, intended to remain in professional practice. However, quite 
soon after qualifying, he became bored and ceased to enjoy working in the 
profession and developed an aspiration to become a finance director of significant 
organisation. He had moved to his wife’s home area and, when an opportunity arose 
to move into the Treasurer’s department of the area’s local authority, he had grasped 
it. His career progressed rapidly in public administration and, after joining the 
authority in 1978, he was appointed its Treasurer in 1986 becoming Chief Executive 
in 1992 at the age of thirty-seven. Initially, he found the pressures of the top job very 
demanding and experienced considerable personal stress. During this period, his 
marriage broke up and, for a while, he acknowledged that he had suffered from a 
number of symptoms associated with the personal stress that he had experienced at 
that time. He considered that this was attributable to a variety of factors and did not 
differentiate, during our conversation, between the work pressures that he had been 
under and those that had arisen within his private life. He lost his driving license for a 
short period around this time, which (given the nature of his appointment and its 
public visibility) was a source of considerable embarrassment as well as 
inconvenience to him.
At the time of our initial. interview he stated that he had, “come through a difficult 
period”. He was in a new relationship, had lost weight and said that he was looking 
forward to the challenges that the future had to offer him, both in his job and in life 
generally. He gave the researcher the impression of being someone who was looking 
forward with enthusiasm to a new phase in his life.
He was, at that time, responsible for revenues of between one quarter and one third 
of a billion pounds, controlled a budget of £180 million and had overall responsibility 
for a total staff of approximately four and a half thousand people.
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Brent Pelham’s Change(s)
Brent described the changes for which he was accountable as being,
“Incremental but leading to some fundamental shifts in the way of doing 
things”.
“Roles and responsibilities are shifting. The changes are primarily at the 
extremes, at the interfaces. Boundaries are becoming increasingly 
blurred, requiring more mediation between (public sector) bodies. 
Balancing and mediation, while at the same time looking at needs to 
achieve economies of scale, through central purchasing for example, 
while not wishing to increase the level of petty controls. Each committee 
is its own animal. My role is a bit like being a sheep dog really, rather 
than a manager. Encourage them to go in the same direction by giving 
the impression that I have teeth but without ever actually biting them. Not 
that I wouldn't like to on occasion!”
“We are moving from an administered organisational process to a 
managed one. We have developed and brought in some managers 
whose expectations are beyond what is achievable. This is by no means 
unique to XXXXXX. Our management development processes have 
made our managers more assertive and more demanding. While, at the 
same time, we are subject to all the global pressures of the 1990's 
economy.”
He saw the key changes for which he was accountable as involving the transfer of 
the public utilities owned by the authority to new, arm’s length bodies and possibly to 
their outright privatisation while, at the same time, significantly reducing the number 
of committees within the authority with the objective of streamlining government and 
establishing clearer lines of demarcation between political and executive 
accountability. Given that the basic structure of authority government had remain 
basically the same for over a century, within a strongly traditional community culture, 
Brent acknowledged that his change plans were ambitious.
Director 2: Carlton Rode Director General, National Professional Institution 
Biography
When first interviewed in January 1997, Carlton Rode had been in his present 
position since July, 1992. Prior to that he had been a main board director of three 
major publicly listed companies during the years 1979 to 1992. In his first board level 
appointment he had gained considerable publicity during the course of a protracted
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industrial dispute involving his company and a major Trade Union. The dispute had 
involved several individuals who were to become household names in the context of 
British business and industrial relations and government. Inevitably this had led him 
into the limelight while he was still at the comparatively early age of thirty-two. His 
profile was further “enhanced” when he became the target of an unsuccessful 
terrorist attack while attending an international conference during this period.
The outcome of the industrial dispute was a success from the point of view of the 
company, leading to his appointment as a main board director of another major pic 
and to his being invited to serve on a number of government advisory bodies.
In his new appointment, he enjoyed the breadth of activity that main board 
membership provided him and in working in an international environment at a 
strategic level. However, after being in the company for several years he found 
himself involved in complex merger negotiations with a competitor company. The 
merger was agreed, but Carlton was not entirely happy about it, nor did he see 
himself as having a satisfactory role within the merged business. As a consequence, 
he left the company to join the board of a major financial organisation in the City of 
London
Almost as soon as he joined it, he found himself caught up in the defence of his new 
company against a hostile takeover bid. Though the battle against the takeover was 
won, Carlton felt that the business had been considerably weakened by the drain on 
its resources that had been necessitated by the defence against the bid. As a result, 
the company embarked upon an extensive organisational restructuring process that 
included the sale of its prestigious City headquarters, reducing the numbers of its 
corporate staff and moving to much more modest premises from where its global 
businesses were supported rather than managed. This represented a radical 
organisational restructuring of what, up until that time, had been a stable and fairly 
traditional business. Carlton had been a key player in the change process.
While this was a successful organisational change in Carlton’s view, he said that 
what he had really enjoyed during this period had been his roles on the various public 
bodies on which he had served. He felt that he had learned a great deal from the 
experience of colleagues on these bodies. One man in particular had had a 
particularly strong influence upon him and he felt drawn to a role that would enable 
him to put to use the learning that he felt he had acquired, to a greater extent than he
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felt was possible in his present position as a director of a highly respected City 
business. He was particularly attracted by a public service role and, thus, when he 
was approached to make some suggestions as to who he thought might make a 
suitable Director General for a major Professional Institution he had said, “what about 
me?” He had duly applied for the position, been appointed and taken up the position 
at a significant reduction in his salary.
It was after he had been in this role for just over four years that I approached him and 
asked whether he would be willing to participate in the research, to which he agreed.
Carlton Rode’s Change(s)
During the fist part of his five-year term of office he believed that,
“The fundamental transformation task has been achieved. From making 
a loss when I joined, we now have £10 million worth of reserves.”
His change priorities were:
-  To gain a Royal Charter for the Institution
-  To consolidate the gains made and to increase membership of the 
Institution by 20% by the year 2000
-  To develop a strategic orientation throughout the profession that was 
represented by the institution
“Not to let strategy become separated from practice. Too much is in my 
head - 1 need a critical mass of innovators. I need to think about moving 
on. I shall have been here five years in July, seven would be long 
enough, ten too long. I don't want to be a functional Director any more. 
Employment is important. I like being regarded as a key speaker. I enjoy 
process management. I like a role that takes me into the areas of 
government, the commercial world and into Europe. I need to start 
thinking about what happens next. A portfolio of non-executive 
directorships, perhaps. I have an ideal of a service commitment. But be 
careful not to second guess.”
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Director 3: Bowers Gifford Director, Human Resources in a Multi-
National, Engineering pic
Biography
Early in our first interview Bowers Gifford stated that he regarded himself as “an 
observer rather than as a player/’ and certainly did not see himself as a driver of 
change, though he readily acknowledged that he was a board member of a company 
that was experiencing a number of very significant changes as a consequence of 
market and economic shifts. He regarded his role as being that of one member of a 
team that was jointly accountable for steering the process of organisational change in 
a direction that would lead the company’s survival and long-term success while 
simultaneously adhering to the high professional and ethical standards to which he 
was himself deeply committed.
He felt that this sense of being an observer had been with him throughout his career. 
After graduating from Cambridge with a degree in modern languages, he had had no 
idea what he wanted to do. He had no vision of any particular career, took a 
succession of odd jobs and was working as a security guard, with his name on a 
recruitment agency’s register when he was offered a job as a management trainee 
with the company for which he was to go on to work for over the next twenty seven 
years.
He had risen to the position of Personnel Director when the company merged with 
another, international company. He had stayed on following the merger but, when an 
opportunity to take a directorship with another pic had arisen, he took redundancy 
and moved. In retrospect, he said, the move had proved to have been, “a personal 
disaster,” but a major learning opportunity. As a consequence of several high risk 
and questionable investments, his new company’s share price had gone into free fall 
shortly after his having joined it. The company’s Chairman and Managing Director 
had been removed by the board. But Bowers was asked to stay on in order to 
provide continuity during a rescue operation that was being mounted by the 
company’s bankers. He found the experience of working in an organisation in these 
circumstances deeply disturbing and when he was offered a golden handshake once 
the company rescue operation, in which he had been a key player, was 
accomplished, he had left. He spent a couple of years as an independent consultant 
and in developing his own professional skills in areas that were of particular personal
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interest to him. However, in 1995 he had been approached by his present company 
(at the time of our first meeting) to join it as its Director of Human Resources. Having 
found the independent role somewhat lonely, he had accepted this offer.
Bowers Gifford’s Change(s)
Bowers saw the major changes in which he was involved as:
-  achieving a radical restructuring of the company without de-motivating the key 
players during a process of organisational transition.
-  finding a successor to the Chief Executive and making a number of other key 
appointments over the next twelve to eighteen months
and
“My challenge is: how to make change which is risky and against the 
prevailing theme? My personal dilemma lies in determining what role I 
play in encouraging [the Chief Executive] to be even more radical - and 
square this with my own perceptions of the importance of maintaining 
people’s livelihood and self-esteem.”
“(My approach) is beginning to be accepted, including the word ‘cherish’ 
which is very unfamiliar in [the Chief Executive’s] world.”
Director 4: Guiting Power Director and Chief Executive fmcg pic and
Private Sector Partnership
Biography
Guiting Power was President of the European and African operations of a North 
American owned multinational company that was based in London when he accepted 
the invitation to participate in this research. However, before our first interview, his 
division reported a major profit shortfall, which damaged the overall profitability of the 
corporation. He was “invited” to leave after having been twenty-two years with the 
company.
At the time of our interview, he had recently joined forces with a well-known 
entrepreneur with the intention of launching a premium brand restaurant franchise. 
He had invested a considerable amount of his own money, secured the backing of a 
major venture capital group and joined in partnership with a number of mid-range but 
fashionable London restaurant proprietors.
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Guiting Power’s Change(s)
Guiting Power’s personal change objectives were very specific. He had thought 
about whether he would go back to the corporate world of international business in 
which he had spent most of his working life and had decided that although he would 
not have missed the experience of having worked in such a world, he would never go 
back to it and that he needed to move on. He felt now, in his new role, that he was 
putting himself, “on the line,” every day in order to make something work, rather than 
to ensure that he climbed to the next rung on the corporate ladder. He recognised 
that he might not succeed but he relished the fact that he was,
“No longer playing the corporate game”.
“Every one of the four hundred staff of the restaurants is passionate 
about customer focus, customer care, whether they are front of house, 
washing up or at the till. The whole business is dependent upon pleasing 
you, making you want to come back again. It’s totally different from 
[corporate life] - and, in the long run, it isn’t me either. I see it as an 
application of my knowledge and skill to grow the business in order to be 
able to go public and realise my investment in about five years, making a 
very good profit”.
His personal change objective was,
“To develop the business to a level where, within five years, we can go 
for a flotation, and where I can realise and enhance my investment”.
Director 5: Acton Trussell Executive Director, Private Sector Partnership and
Non-Executive Director, Private Limited Company
Biography
Prior to the beginning of the research study, Acton Trussell was Finance Director of 
the same multinational company as Guiting Power and had left the organisation as a 
consequence of the same financial crisis that had cost Guiting Power his job. Some 
years previously, Acton had been, an MBA student of the researcher. He is a 
Chartered Accountant, having qualified with one of the major international 
accountancy firms in 1972. He had not wanted to remain working in the profession, 
saying that he had,
“Been driven by things such as status and career progression rather than 
by personal growth and development”.
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He had moved into the fast moving consumer goods industry sector with an 
American multinational company that was based in Liverpool and had remained in 
that sector, though not with the same company, rising to the position of Finance 
Director in another North American company’s European operation by 1990. He had 
been very keen to develop his career into a more general management role and had, 
therefore, taken responsibility for the company’s Italian and Greek operations in 
1993. In 1995, he had added the countries of Eastern Europe to his general 
management portfolio, in addition to his responsibilities as Finance Director for 
Western Europe.
In his view, his attempt to combine both financial and general management 
responsibilities had caused him to allow his eye to, “stray from the ball”. The German 
and Portuguese subsidiary companies’ performance levels at the end of 1995 had 
been, “disastrous”. He was called before the company’s Chief Operating Officer and 
other senior directors of the worldwide operation and asked to leave the company.
“It was like a physical hammer blow. I couldn’t speak. I couldn’t believe 
what had happened to me and was in shock.”
Once he had come out of the state of shock, he said, he was, “immensely confused”. 
However, he was financially secure and had some capital. The idea of portfolio 
working appealed to him, “as an idea,” and he had accepted Guiting Power’s 
invitation to invest in the restaurant franchising partnership that he and his colleagues 
were setting up and to be its Finance Director on a part-time basis. He had also 
accepted an appointment to act as a consultant to a software development company 
and was considering its invitation to become a non-executive director.
Acton Trussell’s Change(s)
Acton had identified a number of change objectives, for the businesses and for 
himself. He said that these objectives were as follows:
For the software company, he wished to see:
1. The core business become customer rather than product driven and placing 
much greater emphasis upon customer service.
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2. The three companies either integrated or, at least, being better co-ordinated, 
pulling together.
3. Growing into a much slicker business where management no longer spends 
all its time fire-fighting.
For the restaurant franchising partnership, he wanted to see a concentrated 
development effort directed to its core business.
“So that there is a substantial core business, without losing control or 
looking to augment its value by running after new ventures every five 
minutes.”
“I would like us to be in the position where we can attract new capital for 
expansion based upon a credible track record in terms of our earnings 
and demonstrated management quality. I would like everybody who 
works in the (business) to feel that they work for a quality organisation”.
For him, personally, the changes were still in his word, “fragile”.
“I have yet to come to terms with the change {from his previous role in the 
multinational company]. While I like the idea of the independent role, I'm 
not yet really secure in the role of the independent. I haven’t got used to 
providing my own health insurance, car, etc. It’s unfamiliar and not 
entirely comfortable. I’m not altogether happy, not having my mates 
around”.
Director 6: Baddesley Clinton Chairman and Chief Executive fmcg, pic and 
Non Executive Director various Companies
Biography
Baddesley Clinton was born in what is now Zambia, where his father was a 
policeman in the British colonial service. He studied at Cape Town University and 
returned there to read for his MBA in 1968. He has worked in marketing within fast 
moving consumer goods companies, including some of the world’s leading brand 
management companies, for the whole of his career. Having been on the boards of 
several companies after moving to the UK in 1976, he had joined the company where 
I first interviewed him in his capacity of Chairman and Chief Executive in 1992.
The company had weathered the storms of recession and, led by its US owners, had 
embarked upon a major process of re-engineering its businesses worldwide.
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Baddesley was a senior and well-respected figure in his industry across the world 
and was frequently called upon to act as its spokesman at high profile conferences, 
meetings with government etc. Recently he had also become a non-executive 
director of a highly respected family business and had served on the Board of 
Governors of a Business School.
Baddesley Clinton’s Changes
He was disturbed by changes that he saw in commercial industrial organisations, 
including those in his own,
“The big producers had been hell bent on vertical integration, acquiring 
distribution companies on the grounds that they built our brands and 
understood our market. But we didn’t know whether they were profitable 
or not and we didn’t know how to manage them. In one major market of 
the world we had four general managers in four years - not exactly a 
recipe for stability!”
“In emerging markets we are very good at milking before we build. We 
fight the competition at every turn. We buy nightclubs in order to exclude 
the competition, rubbish their brands, discredit them and, of course, are 
we honest? Yes - providing we have a good lawyer who has told us that 
we are honest. I think this is very sad indeed”.
“The consequences of all this have been very damaging".
“We are now petrified of even the smallest price increase”.
“The US market has been so long in the doldrums that we were almost 
apologetic about being in this business”.
“We have become preoccupied with numbers from the top to the bottom 
at the expense of people, particularly consumers".
“We have intensified year-end loading which together with the ‘let’s kill 
the competition spirit’ has led us to slash the price in order to chase 
volume and, therefore, to cut the marketing budget".
“We seem to have forgotten that the consumer doesn’t have a fiscal year.
He or she doesn’t care about our year-end profits, our share price, our 
bonuses, our stock options or our job security, only whether or not he or 
she will continue to have an interest in our brands”.
He considered the changes on which he was about to embark to be as much 
personal as they were organisational. The company had declared/reaffirmed a set of 
values to which it has pledged its staff to adhere.
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“The values are absolutely right. But are they genuine? If we can build 
genuine teams of people who share these values, then we’ll be on the 
right track. But I’m not sure”.
. Baddesley also said that he felt that his personal life goals were becoming 
increasingly important to him.
“I am no longer ambitious for new and impressive titles. I suppose I have 
found a sort of peace. I am obviously regarded as a senior figure in the 
industry. I am giving the keynote speech at the industry’s ‘Impact 
Seminar’ in Madrid later this month and I am proud of that. I am 
increasingly security driven."
Baddesley has two daughters and, at the time of the first interview, they were aged 
twelve and fourteen. He and his wife had also recently adopted his niece. He said 
that the development and future well being of these girls was now uppermost in his 
mind and was causing him to begin to question his way of life. For example, he had 
flown back from Tokyo on the Saturday prior to our meeting on the Monday morning, 
“and had been like a zombie on Sunday”. His wife had let him know somewhat 
forcibly that this did not square with his stated life priorities and he acknowledged that 
it didn’t.
He concluded our first conversation by exploring these issues of work pressure and 
his feelings about what he saw as an imbalance between his work demands and his 
broader life goals somewhat further. He said that he was experiencing a lot of 
difficulty in balancing the demands of the business world and the needs of his 
personal life. His children were at boarding school and he said that he found himself 
asking the rhetorical question, “Is that best or merely convenient?”
“I am at a personal and intellectual crossroads. I’m now back to building 
a [management] team. I must give it the time that it needs. But what is 
that going to cost? I must be around long enough to make the changes, 
to follow through and ensure continuity. But that’s the same at home 
too.”
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Director 7: Monkton Wylde Director and Chief Executive, Non Governmental
Organisation and Private Limited Company
Biography
Monkton Wylde had been Chief Executive of the organisation (and its precursors) at 
which our first interview took place, since its establishment in 1990 as the direct 
consequence of a government initiative. Prior to that he had worked in 
manufacturing industry in the UK and the United States as a Personnel Manager, a 
Sales Manager, Managing Director and, for a short while, as a management 
consultant with one of the. world’s leading accountancy firms.
He described his experiences of the six years prior to our initial meeting as having 
been of constant organisational development and change. The organisation of which 
he was Chief Executive was the holding company of a group. Each group member 
company had its own, very powerful board, as did the holding company itself. In 
addition, the organisation was almost entirely dependent on government contracts for 
its survival and success.
At the time of our first meeting, he had just learned of the cancellation of an expected 
government contract worth £2.5 million. He was both upset and angry:
“On a profit margin overall of £1.8 million, anyone can see that this is a 
massive hit which will necessitate restructuring in order to close the 
revenue gap of nearly £1 million.”
Monkton Wylde’s Change(s)
There would have to be some redundancies and restructuring. The specific changes 
were not yet clear to him. But one change that Monkton thought would be key 
involved his own management style. His preference had been for a, “hands off 
management,” style, which, he thought, had brought great benefits to the 
organisation. Now he still needed those benefits, “but with much tighter controls”.
In the winter of 1995/96 Monkton had been diagnosed with cancer. He had entered 
hospital where he had undergone surgery and further treatment, which had taken him 
away from the organisation for six weeks. He had found re-entry to the company 
quite difficult, partly because, in his absence, the Chairman had become much more
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closely involved in executive decision-making and Monkton found that he resented 
this.
He had considered the possibility of resignation but had concluded that it was he who 
needed to change. He had been living in a rented flat near his work, while his wife 
and teenage sons had remained in the family home some seventy-five miles away. 
He returned home at weekends, working most evenings while staying close to his 
work during the week. Following his illness and time in hospital he had purchased a 
house much closer to his work while retaining a flat in his hometown. His wife had 
joined him in the new house while his two sons continued to live in the flat.
A great deal had changed. Not least, he thought, as a consequence of his 
recognising just how precious his life is.
“I guess that means that I see it as being a great deal more than the job 
now, I have a duty to scream for my organisation but I also have a duty to 
care for myself.”
He acknowledged that this was not something that he had seriously considered 
previously.
Director 8: Ramsey Mereside Director and Chief Executive, Energy pic 
Biography
Ramsey Mereside had been appointed as Group Chief Executive of his company 
after a lengthy dispute over priorities with his predecessor. Prior to his appointment, 
he had been Chief Executive of the group's UK operating company. The dispute 
between himself and his predecessor had concerned the direction and priorities for 
that company. Ramsey had demanded the autonomy and authority that he 
considered that he needed to drive through changes that he regarded as being 
essential. The Group Chief Executive was resistant to these changes, feeling that 
though desirable they were too high a risk. His predecessor’s preference was for a 
number of piecemeal adjustments that would generate immediate savings, while 
Ramsey had been in favour of far more radical organisational and restructuring. One 
day he had been summoned to a private meeting with the company’s Chairman and 
believed he was about to be fired as a consequence of his conflicts with the Group 
Chief Executive. However to his surprise, the Chairman informed him that his
106
Change Drivers
predecessor was being asked to resign and that he, Ramsey, was being invited to 
succeed him.
He had accepted the invitation and driven through changes that, in his words, over 
the previous three years had, “reversed a twenty year trend of steadily declining 
market share”.
“Why? We have changed our attitude. We're more rigorous and more 
aggressive. We’re fact based, analytical. Our management decisions 
are much more aggressive and a lot more rigorous. It involves holding 
people responsible for achieving the numbers. Holding them to account.
I set out to run the business through the top team. Watch people and 
watch the business - I think I have brought leadership to the company - 
customer focused and raised standards.”
Ramsey Mereside’s Change(s)
The changes to which Ramsey Mereside was committed involved re-engineering the 
entire group, closing the corporate headquarters and setting up a central, fully 
computerised, national call-centre to replace the company’s network of regional sales 
offices. These changes were the background to increasing the company’s revenue 
and profit levels and removing costs of approximately £10 million from the company’s 
administrative overhead.
The change process ’ was managed through a formally constituted change 
management team, led by Ramsey, and had been due to be completed by the end of 
March 1997. In January of that year, the company’s major shareholder (though not 
yet a majority shareholder) had acquired additional shares that took its holding to 
more than 51% of the total. It then announced that it wished to acquire the whole 
company and incorporate it within its own international energy business. It 
successfully bid for all the remaining shares, effectively transforming the company 
from a UK pic to an operating division of a multinational business controlled from 
outside the UK. The new owners appointed their own Chairman, a non-UK national, 
on a full time basis. Ramsey said that almost overnight he had found himself to be 
effectively demoted from the role of board director and Chief Executive of a Pic to the 
position of a divisional general manager within a multinational conglomerate.
At the time we met for the initial interview, Ramsey was too distressed to talk about 
the situation and his future plans, so the meeting was re-scheduled for some weeks
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later. At our second meeting he had just made a presentation to the Worldwide 
Board where he had demonstrated his achievements as Chief Executive. It had 
been his intention to, “resign dramatically,” the conclusion of his presentation. 
However, the Group Chairman had persuaded him to accept a significant 
compensation package and to join the main board as Director of Human Resources 
and Organisation Development, with a worldwide commission on behalf of the Group 
Chairman himself.
In our interview Ramsey talked about his personal values as demonstrated in the 
change management process and how they were likely to affect his approach to his 
new role:
“I wanted us to be the benchmark, to have the best management, the 
best systems, the most positive attitudes and the most exciting culture.
Only then would we have the right to tell our dealers to get their act 
together. So timing and sequence are bloody important. They are 
. fundamental.”
“I believe that for me there are a number of touchstones. One is personal 
pain. It hurt me almost in a physical sense to be told that I had to make 
bright young engineers redundant in order to fund guaranteed payments 
to drivers of £25k, when the market rate was £12k and we were getting 
only half that in productivity. It was wrong. There has to be a benchmark 
of standards, below which you will not operate. There can be no 
compromise. If the organisation is going, to work you must, must believe 
that. But at the same time, you have to be dispassionate and de­
personalise it. Because they are all people with feelings, hopes and 
dependants even though they are ripping you off.”
Our meeting took place in early May 1997. On June 19th Ramsey was admitted to 
hospital for triple bi-pass, heart surgery. I visited him in hospital where he expressed 
his enthusiasm for his continued involvement in the research. He took up his new 
appointment, based in Holland on 30th September 1997.
Director 9: Alton Barnes Director, Risk Management, Multi-national
Engineering and Defence Company
Biography
Alton Barnes had been appointed to the position of Group Director, Risk 
Management within a major multi-national, engineering and defence systems 
manufacturing company in 1992. His previous career had been spent, since 1965, in
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insurance, initially within city based insurance companies but later as an insurance 
specialist within a major airline. Insurance management had been at the centre of his 
working until he had joined his present company in 1979.
In the intervening years he had become increasingly interested and involved in the 
emerging management discipline of risk management, seeing this as a route to 
reducing the cost of his company’s spiralling insurance premia. Although he had had 
some success in influencing the company’s board to support his interest and ideas, 
he had encountered considerable resistance from amongst the company’s divisional 
senior managers and from some of his fellow insurance professionals.
During 1990 he had been engaged in the development of a Group Risk Management 
Policy and in making a series of presentations to the board and to the various 
business units around the world. From a small HQ unit, he was attempting to undo 
the varied and ingrained insurance habits developed over ninety years or more. The 
management of one very large but traditional manufacturing subsidiary had been 
particularly aggressive and uncooperative, the senior management of which had 
raised frequent complaints about Alton and his ideas to the board. He felt that he 
had been singularly fortunate in that the board, through its Group Finance Director, 
had always backed him to the hilt in such confrontations.
He described the years of 1990 and 1991 as having been “awful”. Resistance was 
rife and the managers of the large subsidiary were particularly intransigent. 
Eventually he said that he had, “played the political card", giving his chief antagonist 
from within his own function, “a job offer that he couldn’t refuse with objectives that 
he couldn’t meet”, thus calling his bluff. When he failed to deliver, Alton sacked him. 
He realised, he said, that this time it was, “him or me”. For someone who had 
conveyed a somewhat withdrawn or diffident style that I was unused to in directors of 
major companies, this act seemed uncharacteristically ruthless.
From 1992 onwards he had begun to develop what he described as being, “a realistic 
programme supported by an increasingly professional team”. His level of personal 
stress didn’t get any less (indeed one of his managers committed suicide during this 
period) but gradually the concept of Risk Management on Alton’s terms began to 
permeate the company, supported by a well-researched operational manual and a 
series of insurance claims protocols that were developed by Alton and his team.
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Over a period of four to five years the function had developed steadily. New and 
differently experienced professionals were brought in while the pressure for change 
continued remorselessly. Progress was mapped at a series of bi-monthly meetings 
with the Divisions and Business Units at which aggressive resistance continued to be 
the norm. Several of Alton’s original team “couldn’t stand the pace “ and resigned 
suffering from stress.
1992 had proved to be a disaster for the company when a rights issue of shares 
failed to generate the income that had been projected by the board, forcing the share 
price down and the company into a financial crisis. The top management was 
replaced and a new "rescue” team appointed.
The new top management team had been very supportive of Alton. But this had 
proved to be a double-edged sword. The support was both welcome and essential. 
But it also meant that the pressure for progressing the changes that Alton was driving 
had increased considerably.
Alton Barnes’ Changes
Immediately after the crisis of 1992, the prime driver for change had been 
organisational survival. At that time the company’s annual insurance premium was 
running at about £60 million and had to be reduced. Alton experienced this 
challenge as grist to his mill, 7 never accept the status quo.” He was building a 
highly competent team in which he had confidence and who’s members he felt he 
could trust. However, some of the processes that they employed were derived from 
the old, insurance era. Such processes were seen by Alton as being antiquated, as 
was much of the equipment in the industry. Within the company’s organisation there 
were many old systems and processes that Alton considered to be totally 
inappropriate to the task that was required in the highly dynamic defence industry of 
the nineteen nineties. There were also a host of individual small subsidiary 
companies and businesses within the group. Simply collecting the data on how 
much the company was paying overall for its insurance premium was taking Alton’s 
Financial Controller’s team eight months every year. The case for the development 
of a computerised database was overwhelming, so Alton and his Financial Controller 
had commissioned a software company to develop a risk management database 
from
110
Change Drivers
scratch in order to meet the specific needs of the company. Once this was up and 
running, the challenge would be to transfer the task of populating the database from 
the company’s headquarters to each of its individual businesses.
This once again required a shift in levels of “buy-in” and commitment from the 
corporate centre to the businesses and, therefore, some significant attitude changes 
on their part. Similarly, the role at the centre had to change from one of 'doing' to 
one of ‘developing’ and ‘standard setting’. It also required Alton and his team to 
become much more demanding in securing compliance to corporate standards. This 
was easier to state in principle than it was to achieve in practice, for Alton’s 
preference was to win battles by logic rather than by confrontation and, in his view, 
his colleagues and adversaries rarely appeared to base their counter-arguments in 
logic.
On the other hand, he felt that the individuals who headed the different functions 
within his corporate, risk management team (such as risk engineering, risk financing 
and claims management) were, in his own words, “world-beaters”. This meant that 
his role was steadily changing, becoming increasingly representational both within 
and outside the company.
The initiatives that were involved in moving from insurance to risk management taken 
by the company were having a major impact on the insurance market and senior 
representatives of major insurers were now coming to Alton’s team for advice.
At the beginning of his involvement in this research, Alton saw the major challenges 
that were facing him as being:
-  to come to terms with the change in his own role; to secure the acceptance of 
risk management as a fundamental business process and a part of every 
managers accountability;
-  to lead the company in piloting value-based management
-  and, to have the courage to be intolerant of performance which failed to come up 
to standards.
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He acknowledged that the major change necessary to meeting these challenges was 
to be able to bring about a major shift in attitudes in the divisional and subsidiary 
businesses.
3. (iii) Reflections on the Initial Interviews
In telling their stories to the researcher the agenda had been set by the latter, so that 
the attention of each director was primarily focussed upon issues that were matters 
of concern to him. First of all these concerns were to understand how each director 
came to occupy the position that he held within his present organisation and from 
which he was enabled or required to bring about significant organisational change.
Secondly the directors had each been asked to describe the change and its broad 
purpose and aims.
Though these issues of concern to the researcher may have provided the primary 
focus for the storyteller and for his story, it is likely (indeed, it is inevitable) that many 
other issues are reflected in the stories that were told. Such issues will have been a 
function of many different factors that were personal to the life history of each 
director. For example, it has already been noted that the nine directors were not 
selected at random. They were already known to the researcher through a variety of 
prior links that established a connection between them. Such links included:
Having been a previous consultancy client of the researcher 
- Having been an MBA student of the researcher 
Having been a close colleague of a client
Thus, each story was told in the knowledge of a prior relationship between each 
director and the researcher. Similarly, previous experiences of organisational 
changé processes and their outcomes will have coloured the stories that the change 
drivers told. Three of them had lost very senior positions (two as chief executives 
.and one as a finance director) shortly before the research commenced. Though 
each of these directors was once more a director of a company going through a 
substantial change, their stories were clearly told through the ‘filter’ of their earlier 
experiences, which in each case had been personally traumatic.
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But there were other, less immediately obvious, factors that exerted an influence 
upon the content of the stories that they told. These factors included the particular 
organisational context, culture and political climate within which each director was 
attempting to bring about a change. Similarly, the family scripts that had contributed 
to each person’s sense of self and identity played a part. In some cases a director 
identified particularly strongly with a professional group outside the particular 
organisation of which he ‘happened’ to be a member. For example, one might place 
considerable emphasis upon his professional identity as a finance director, a director 
of human resources or risk management. Others referred to particular managers as 
having been role models during their earlier careers or told a personal anecdote to 
illustrate particular points that they wished to convey. These episodes, within tales, 
within stories each contributed to the particular ‘flavour’ of the individual director’s 
story.
It is highly likely that some such episodes failed to resonate with the researcher and, 
though present as data, will have been missed in terms of their significance and their 
particular meaning to the storyteller. Other episodes may have been present but 
below the level of awareness of both the researcher and of the storyteller and, as a 
result, their meaning and their influence may have gone unrecognised and 
unacknowledged.
At a much later stage in the research (see Chapter 7), I encountered a particular 
branch of the social constructionist approach concerned with the co-ordinated 
management of meaning - Pearce (1995), and Gergen, (1994). This approach 
suggests that the ways in which people communicate with one another, as well as 
the content of what they actually say, will shape how they feel about themselves, the 
feelings of the person with whom they are speaking and their feelings about yet 
others who may not be present. This was clearly evident in the stories told by the 
directors concerning how they came to occupy the roles in which they were engaged 
and in the particular change processes for which they saw themselves as 
accountable. Some of them named particular individuals who they felt had had a 
particularly significant impact upon their approach to the management of change, 
others referred to their family backgrounds and the impact that they had had upon 
them and the career choices that they had identified or the doors that they had 
perceived as having been open or closed to them.
113
Change Drivers
The stories were developed in the subsequent meetings between the researcher and 
each director. Each story was recounted over a series of meetings separated by 
several weeks or months and over an extended period of between eighteen months 
and three years. Of necessity the context within which each director told his story 
over the months was itself subject to change as was that of the researcher’s own, 
unfolding story. This fact proved to be a fundamental aspect of the research and one 
that would have had far less impact in a study conducted using a more conventional, 
quantitative methodology (as had been employed by the researcher in previous 
studies). In theses studies, an effort had been made to determine the significance of 
particular aspects of the director’s role and the learning and development processes 
that were associated with it by interviewing a large number of directors over a brief 
time period in order to determine patterns of experience and behaviour that could be 
demonstrated to have a measure of statistical significance.
In the present study, it was the directors’ experience of organisational change, over 
an extended time period in the role of one who was responsible for its success or 
failure that was the focus of attention. The number of directors involved was of no 
statistical significance, but the ‘significance’ (using the word in a different sense, of 
course) to each director was enormous. To the researcher, the extent to which the 
process of change was itself subject to uncertainty, disruption and change as a 
consequence of issues and events that were beyond the scope of the change 
process or project itself but of considerable significance in terms of the context within 
the change process took place, emerged as a factor of striking importance to the 
change driver directors. This factor was one that would have been unlikely to 
emerge from a study of a larger, more representative group of directors using a 
‘snapshot’ interview approach.
There was no particular pattern to the changes that were being pursued by the nine 
directors. They involved responses to crises that had arisen in their work in other 
organisations in the case of both Guiting Power and Acton Trussell, so that as they 
proceeded to implement changes in new and different organisations they reflected 
frequently on their earlier experiences, shaping their approaches and priorities in the 
light of those changes. Brent Pelham, Ramsey Mereside and Alton Barnes each had 
a very clear vision of a change that they felt compelled to bring about. But the origins 
of their separate visions were very different. In the case of Brent Pelham he saw a 
need to actively encourage the evolution of the organisations for which he was 
responsible as Chief Executive in new and different directions that were more in
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keeping with what he understood to be the social and economic circumstances in 
which his public authority found itself. He needed to progress change at a pace that 
was consistent both with what he saw as his political masters’ ingrained traditions 
and conservatism and with the expectations and ambitions of his more radical 
managers. Ramsey Mereside was anxious to address issues within his organisation 
that he considered to have been a consequence of the moral laziness of his 
predecessors. He wished to bring about a transformation of his company, not only in 
terms of its performance as a business, but also in its standards of behaviour so that 
it became a “benchmark” of good business practice.
Carlton Rode had moved from his position as a high profile director of several large 
companies to that of Director General of a professional institution. He felt that he had 
accepted a personal challenge to bring about its revitalisation, taking what he saw as 
its rightful place as a leading player in the development of British business strategic 
thinking and practice. He, like Monkton Wylde, had a specific time frame within 
which he wished to bring about the changes that he perceived to be necessary. 
Baddesley Clinton in contrast had successfully led one significant organisational 
change process in response to problems associated with over capacity in his industry 
and was taking on additional responsibilities to bring about similar changes in a wider 
span of the businesses in which he had a role. Bowers Gifford saw himself as acting 
as the conscience and advisor to the board of his company as it embarked upon a 
process of radical restructuring in the face of increased competition and declining 
market share.
Several of the directors indicated that their perspective towards organisational 
change had been influenced by earlier periods of ill health that were quite possibly 
directly related to the pressures of the jobs that they did. This was certainly true of 
Brent Pelham, Guiting Power and Monkton Wylde and was later to prove to be the 
case with Ramsey Mereside and Baddesley Clinton.
Reflection on these and related issues was very much a part of the immersion phase 
of heuristic inquiry that characterised the first three years of this study, a period that 
became extended as a consequence my own ill health for several months. But this 
immersion was by no means total. I was simultaneously engaged in my consulting 
work, which was and is very demanding as well as occupied with the usual events of 
family life. However, I returned again and again to the steadily growing data files, 
tapes and transcripts as well as to my journal notes.
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At a later phase in the study, I became very much aware of the emotional nature of 
qualitative research (Gilbert, 2001), experiencing the excitement and enthusiasm that 
some of the directors showed when describing the change processes in which they 
were engaged, and feeling something of the frustration, pain and regret that they 
expressed when things were going wrong or when they re-lived past experiences 
both positive and negative, and related them to their feelings about what was going 
on at the time of our discussions.
The temptation to stand back from this level of engagement was extremely high. I 
would frequently question whether this manner of conducting research was legitimate 
or even whether it could be classified as research at all. I turned to colleagues and to 
a wide range of texts on qualitative research methods for help and advice that proved 
very useful but which never entirely assuaged my doubts. Thirty or more years of a 
positivist approach to social inquiry had clearly left its mark.
The role boundaries between the researcher and the directors became increasingly 
blurred in many different ways as the contextual issues of each director’s change 
came to have as much and, in some cases more, significance than the organisational 
change itself. The issues of personal health, family crises and organisational politics 
were inseparable from the matter of the organisational change, seen as a major task 
or project within a much broader more complex landscape. But it was not until long 
after the fieldwork phase of the research was complete that \ came to appreciate that 
this experience is indeed common amongst qualitative researchers and, with the 
benefit of hindsight, that it is both inevitable and an intrinsic characteristic of heuristic 
inquiry.
In sharing the directors’ stories of their experiences of managing organisational 
change, I was not only learning about their own meaning-making, learning and 
sensemaking processes, I was also re-living and re-interpreting many of my own 
experiences as a director and as a consultant in organisational change. I would find 
myself thinking, “If I had followed this director’s example, then that change would 
have been more successful”; or asking myself, “If he continues to pursue. this 
particular course will the outcome be as positive as when ... ?”
But also, when several of the directors spoke of the sadness that they felt when they 
reflected upon how their careers had taken so much of their time that, had their
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circumstances been different, they would have liked to have spent with their families, 
my thoughts turned to the fact that my own children were now adults and to the 
amount of time that I had spent working late or away from home during their 
childhood.
Therefore, I found that I experienced contrasting feelings about the research itself. 
On the one hand, I considered myself enormously privileged, reflecting on the fact 
that these very busy people, each with his own very heavy burden of responsibility, 
yet were willing to spare a considerable amount of time in order to share their 
experiences with me. But I also felt that I might be intruding into areas that were 
essentially private and personal. I was, therefore, somewhat reassured, in the sense 
that a problem shared is a problem diminished, to read:
Questions of exploitation  tend to arise as you become immersed in
research and to rejoice in the richness of what you are learning. You are 
thankful, but instead of simply appreciating the gift, you may feel guilty for 
how much you are receiving and how little you are giving in return.
Glesnin and Peshkin (1992).
3. (iv) Dialogues and Data
Having conducted initial meetings with each of the nine directors through a process 
of semi-structured interviews, the researcher had acquired a “data platform” in the 
form of nine, quite detailed stories. Each story provided an overview of the director’s 
biography, how he came to occupy the position that he held, the size and nature of 
the business within which his role was located and, crucially, the nature of the 
organisational change for which he was accountable. Each meeting had concluded 
with a semi-formal contracting process within which the director agreed to further 
meetings at intervals of between three and six months and with the researcher re­
stating his commitment to maintaining the confidentiality of the director and to sharing 
any information linked to him, his organisation and the change prior to its publication. 
The Director was also provided with the right to veto publication of information that he 
considered potentially damaging to himself, his organisation or to their reputations.
Having completed the initial interviews and reflected on their content (as summarised 
in the previous section) I recorded a brief paragraph concerning each director and 
the change for which he was accountable as follows:
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o “Brent Pelham is the Chief executive of a local authority that is engaged in 
a process of long-term organisational restructuring that involves changes 
in the boundaries between committees and functions; the achievement of 
economies of scale and a complete re-appraisal of what is and what is not 
appropriate as areas of public service delivery. The specific changes are 
perceived to be evolutionary and emergent rather than planned in 
advance and in detail. As such, they are likely to be subject to continuous 
re-appraisal and modification. Brent's role is more like that that of an 
Elizabethan navigator or helmsman exploring uncharted seas than it is 
that of one driving towards a clearly defined and specific goal.”
o “Carlton Rode, as Director General of a professional body has been 
involved in a series of major organisational changes throughout his 
working life. These have tended to be concerned with issues of 
organisational survival, involving confrontation and challenge, whether 
these involved competitor organisations mounting bids for acquisition or 
were with apparently militant trade unions. He sees his current 
organisation as requiring to be rescued from decline; re-positioned and its 
staff and membership re-motivated. Having secured its position, Carlton’s 
change programme is now primarily concerned with raising its profile, 
developing its strategic orientation and influence and thereby raising the 
status of the organisation and its members. His change role has shifted 
from that of a gladiator to that of an evangelist.”
o “Bowers Gifford sees himself as being an observer and facilitator of 
positive organisational change rather than as a change driver in this very 
large engineering group. Nevertheless, the changes in which he is 
involved are far reaching, involving significant re-structuring; downsizing; 
possible sell-offs and the eventual replacement of his Chief Executive who 
is the principal orchestrator of the changes. His prime concern is to 
contribute to these processes of radical structural change while 
simultaneously striving to ensure that the commitment, motivation and 
dignity of all those who are involved are maintained. His role, while closely 
associated with and key to the change process, seems to be to provide it 
with a conscience. If Carlton Rode should be described as an evangelist,
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then perhaps Bowers Gifford is an apostle. His position on the process of 
organisational change, it seems to me is primarily a moral one”
o “Guiting Power has been until recently Vice President of the European 
and African Division of a multinational. The name I have selected for him 
strikes me as being particularly apt, for he fits my personal stereotype of 
the powerful, ambitious and ‘go-getting’ company director. The fact that he 
saw himself as ‘heading for the top’ when he lost his job after more than 
twenty years with his company must have been devastating to him. Yet 
here he is, in a much smaller and very different business in which he is 
both director, partner and a major shareholder, enthusing about the 
challenge involved in learning about and re-branding the business with 
enormous energy and enthusiasm. His immediate aim, apart from keeping 
a disparate group of fellow directors in line, appears to be to generate a 
premium brand under the banner of [celebrity chef] that will lead 
progressively to high levels of growth and profitability that will enable him 
to sell out within five years and move on to something else. He 
commented that he and his team were known as ‘buccaneers’ in his 
previous company. While he doesn’t have an eye-patch, the description 
seems very apt”.
o “Acton Trussell used to be Guiting Power’s Finance Director and ‘fell from 
grace’ on the same day that GP lost his job. Their reactions to their loss 
of position appear to me to be very different. Acton still seems to be in 
shock. He is anxious to point out to me that his new position, as Finance 
Director to the restaurant group of which Guiting Power is now Marketing 
Director, is not full-time and that the personal investment that he has 
made in the business represents a much lower proportion of his available 
capital than that made by Guiting Power. He has been invited to become 
Finance Director of a group of three software companies but says that his 
preference is to be retained as a financial and business development 
adviser to the Chairman of the group rather than to make the commitment 
that would be required to take on a directorship within the group. The 
changes for which he is accountable in the two businesses both involve 
bringing a level of financial and organisational discipline into two quite 
different but highly entrepreneurial organisations. He says that while he 
enjoys the role of ‘change agent’ (his words), he misses the one that he
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had within a major international company. He seems to have lost his way 
and is marking time until he discovers himself again. He is particularly 
concerned to come to terms with the changes that have occurred in his 
own life circumstances and to re-build his self-image and self esteem from 
bringing about successful change in the businesses with which he is now 
associated. After my meeting with Acton, I have a strong sense of his 
having lost his way and of marking time in the hope that he will get back 
on what he feels to be his proper road again but not being sure of what it 
is.”
o Baddesley Clinton is Chairman and Chief Executive of the British 
manufacturing subsidiary of a large American fast moving consumer 
goods company within an industry that he considers to be suffering 
globally from chronic over-capacity and over-supply. He has had a 
glittering career within this industry, serving on the boards of directors of 
at least two other major British multinationals prior to taking up his position 
in his present company. His background is in marketing and brand 
building and he has responsibility for brand development for Europe and 
the Middle East in addition to his Chairman and CEO role in the 
manufacturing business. He has achieved considerable success in re­
positioning several of the manufacturing operations for which he is 
accountable as, “heritage centres,” which has given the business much 
greater visibility! particularly in the United States and Japan (both of these 
markets, however, are beyond the scope of his personal marketing 
responsibilities). His concerns about the state of the industry have 
caused him to extend the range of his change management interests to 
the management of the company’s brands in Europe and beyond. But 
this is causing him to become worried about the impact that his business 
commitments are having upon his personal and family life. He appears to 
feel, however, that he is beginning to redress a perceived imbalance 
between his ambitions for himself and his company and his need for 
‘peace of mind'. He says that he is better at talking than he is at listening 
and does strike me as being in some ways larger than life and something 
of an orator and prophet.”
o “During the time that Monkton Wylde has been Managing Director of this 
[government sponsored agency] it has developed from being one of the
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smallest in the country to one of the most successful and high profile of its 
type. It has merged with two other agencies and in consequence is now a 
substantial business in its own right and a significant force in the local 
economy. Monkton has been Managing Director since the agency was 
established six or seven years ago. The government has, however, 
changed its policy towards these agencies and, in consequence, the 
public funding upon which it is largely dependent is being cut back 
significantly. Monkton and his management team is faced with a 
significant revenue shortfall and for the first time since the agency came 
into being are faced with reducing their levels of financial commitment and 
with the possibility of making staff redundant. Monkton's management 
style has been one of empowering his managers and devolving significant 
levels of authority to them, sometimes against the advice of his non­
executive board members. Now he feels that he is going to have to 
employ a far more directive style of management than is his preference 
and than his managers have experienced from him in the past. This will 
be a major change. It is required only a few months after his return to 
work following his recovery from a life threatening illness. While he was 
away from work, the non-executive chairman became much more closely 
involved in the day-to-day management of the agency and Monkton feels 
that he is most reluctant to return to his more ‘distant’ role. Monkton gives 
the impression that he would prefer to be the shepherd to his 
organisational flock than the gamekeeper required to carry out a cull that 
he feels the government and his chairman are requiring him to become. 
He expresses considerable discomfort and possibly anger with his present 
circumstances.”
o Ramsey Mereside became Group Chief Executive of the Energy 
Company with a personal mission to reverse a twenty-year period of 
decline in the company's profitability and market share. He had held the 
belief that the company could be turned around ever since he joined it as 
its technical director some years ago. He was able to begin to pursue this 
personal mission when he had been appointed Managing Director of the 
company’s UK operations. In this role he had successfully changed the 
nature of the company’s relationship with the trade unions, which he 
believed were holding the company to ransom, through a series of 
agreements negotiated with what he saw to have been weak
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management in the past. His passionate and confrontational style led him 
into conflict with his predecessor and he had been surprised when the 
Chairman had informed him that the latter had been asked to leave and 
that he was being invited to succeed him. He had then embarked upon a 
major programme of radical restructuring of the company’s organisation 
and processes, including the sale and closure of the company’s head 
office, the abolition of its regional sales teams and their replacement by a 
national call centre. The change programme was not quite complete, 
though the company had delivered the best financial performance in its 
history, when it was acquired by its major shareholder. At our fist 
meeting, Ramsey was deeply shocked by this event, which he said had 
taken him completely by surprise. He appeared to be as angry with 
himself for not having anticipated this event as he was with the company's 
new owners for depriving him of his position. Shortly after our meeting he 
entered hospital for heart surgery that he had not anticipated, where he 
started to prepare himself for a new role as Vice President for Human 
Resources and Organisation Development for the global businesses of 
the organisation that had acquired his company. He was also working on 
what he referred to as, “the book of the film, ” of the change management 
process in which he had been engaged. The passionate commitment that 
he displays has something of the characteristics of the zealot or crusader 
about it."
o Alton Barnes, appears to be on a personal mission or quest. Having been 
a specialist in insurance in relation to the air transport and aerospace 
industries, he has developed a passionate commitment to and belief in the 
discipline of Risk Management, both as a function in its own right and as a 
necessary component of every senior manager’s responsibility. Having 
progressed to the position of Group Director, Risk Management within a 
multinational engineering and defence company, he is determined to 
ensure that the company moves away from its traditional dependence on 
the insurance market and that each business unit within the company 
should become responsible for the identification and management of the 
business risks to which it is subject. He says that he has been 
progressing steadily towards this goal, but that he is encountering 
considerable resistance both from within the business units and from 
members of his own professional team, most members of which tend to
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see themselves as insurance rather than risk management professionals. 
However, he believes that he has the confidence of the main board and, 
in particular, that he has a champion in the Group Finance Director who is 
his ear to the Chief Executive and, by virtue of his position and role, 
carries more clout than Alton. Having ‘sold’ his vision to the board, he is 
now experiencing considerable pressure to secure the full implementation 
of that vision across the whole of the company. But as he describes his 
situation, I have formed the impression that while he knows precisely what 
needs to happen he is a great deal less certain of the best way to bring 
the change about. He appears to me to have many of the characteristics 
of a missionary. If only he can find a way to convince his managers and 
the business units to share his beliefs, he seems convinced that 
successful implementation of the change will take care of itself.’
The ‘labels’ that I associated with each of the change drivers are, of course, entirely 
personal and subjective. But I found that I needed to have some kind of image of 
each one in my mind as I endeavoured to differentiate him and his changes from 
each of the other directors involved in the study. As the research progressed, this 
requirement grew stronger as I became conscious that my interest in the topics of 
organisations and the management of organisational change had a tendency to 
obscure that which I had in each of the directors and his particular change.
3. (v) Introducing the Later Interviews
By the time the data collection phase of the study had been completed, thirty-three 
interviews had been conducted and each participating director had been interviewed 
at least three times. Three directors had been interviewed on five occasions. 
Between the initial, contracting meeting and the final interview, in March 2002, the 
process developed from a formal, though semi-structured, process to one that had 
more in common with Dalton’s “conversational” approach (1999).
With Jonathan Potter (1996), I have come to value the interview as, "an interaction 
rather than a research instrument”. Potter suggests that, when regarded primarily as 
a means of gathering research data, its goal has been to produce research data that 
is “colourless” or “neutral”. He states that,
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in practice, interviews are as complex and vivid as any other type of 
social interaction, and responses to answers that in the abstract seem 
neutral and non-committal may have an important effect on the trajectory 
of the interaction (p.134).
Thus, while the initial interviews were primarily concerned with contract negotiating, 
agenda setting and with the gathering of background biographical and organisational 
data, later conversations were far more spontaneous. Each one commenced with the 
researcher seeking clarification of points that arose from his listening to the tape or 
reading the transcript of the previous interview or by summarising issues that had 
struck him as being particularly relevant to his research. Sometimes the director 
being interviewed would add points or change the emphasis in the researcher’s 
interpretation. On some occasions where the researcher quoted directly from the 
transcript, the interviewee would express surprise: 7 didn’t know I could be so 
eloquent!"
Significantly, for the research, during one of our meetings one of the directors 
commented somewhat enigmatically in relation to apparently contradictory 
statements that he had made between two interviews: "Ah, but that was then and 
now is now”.
This last comment has particular relevance for the research method and its tools. 
The fact that the research deals with events that were unfolding as the research took 
its course is important. The context in which the interviews took place was fluid and 
subject to continual adjustment -  "like nailing jelly to a wall”, as one director put it. 
This brought home to me once more the “snap-shot” nature of most action research 
interviews within organisations where the data tends to be generated in a “one-off” 
mode. The shifting, evolving nature of the data that emerged from this study, 
conducted over an extended period necessitated my exploring alternative 
approaches to its collection, analysis, classification and interpretation.
Watson’s ethnographic study (1994) of one company and its managers’ responses to 
change made extensive use of discourse analysis as a tool of the research. This, 
together with the suggestions of a member of the faculty at Surrey University, 
encouraged me (a.) to explore discourse analysis as a possible tool of inquiry for my 
own research and (b.) to “benchmark” my study against Watson’s.
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An early lesson, though with hindsight an obvious one, in the context of a research 
project which it is proposed should take place over an eighteen month to three year 
period, is that the situations under study are, by definition, unstable. Between the 
time that they agreed to participate in the research and the initial interview taking 
place, two of the Directors had lost their jobs. Both agreed (indeed were anxious) to 
continue to participate in the research. Inevitably the focus of the research in their 
cases had a different character from that which had been envisaged.
The following chapter explores the methods of data analysis originally planned, as it 
came to be developed in practice and as it was modified in response to the impact of 
experiential learning, reflection and the effects of “discontinuous change" on the 
change drivers and on the researcher himself.
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Chapter 4: Heuristic Inquiry, Stories and Sensemaking
“It has been said that every living practitioner is the prisoner of the ideas 
of a dead theorist”.
Ghosal, Bartlett and Moran, 1999
Overview
This chapter examines some of the implications involved in moving from a 
traditional or positivist, analytical approach to research to one that is primarily 
qualitatively based for a researcher steeped in the former. In developing a 
framework for the present study consideration is given to a range of qualitative 
approaches including grounded theory, heuristic inquiry and other, 
phenomenologically based methods. The fields of narrative and discourse 
analysis and storytelling are explored in relation to the research objectives. 
These are considered in relation to psychological approaches to organisational 
sensemaking. The possibility and some implications of adopting an integrative 
approach, based on heuristic inquiry are considered.
4. (i) Further Implications of Committing to a Qualitative Methodology
Having taken the decision to adopt a qualitative approach utilising the methods of 
heuristic inquiry, and thereby making a significant break from past practice and 
experience, it was necessary for the researcher to establish a framework of criteria 
within which to locate the research. In order to come to an understanding of what 
form this framework might take I explored a wide range of comments and 
observations made by qualitative researchers about the methods that they had 
employed in studies that appeared to have aspects or specific elements in common 
with the present research.
One of these was Judi Marshall’s (1995) study of sixteen women managers in senior 
positions within their organisations who had left, either of their own volition or at the 
instigation of their employer that I had selected as a benchmark for my research (see 
Chapter 2. Consideration was also given to the study of Organisation Development 
(OD) practitioners conducted by McClean, Sims, Mangham and Tuffield (1982, 
Organisation Development in Transition; John Wiley). Both were considered 
particularly relevant to the present study, not only because of their subject matter but 
also because they employed a qualitative approach to the study of a common theme 
involving several individuals in relationships with specific though separate 
organisations.
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McLean et al employed a grounded theory (Glaser and Strauss, 1967) based 
methodology:
The emphasis was on the participant’s own involvement in the change 
programme; on what he said he had done; was doing and expected to do 
or to happen; and on his underlying philosophy and the beliefs which 
chiefly influenced his behaviour.
The stated emphasis could be directly transposed to the present study. The critical 
differences between the objectives and focus of the two studies are that, while 
McLean et al’s concern with organisational change focussed on the OD practitioners 
who provided support to, or were the facilitators of organisational change, the present 
research is concerned with those who are the drivers of organisational change, the 
directors who are accountable, for “making change happen” and for delivering the 
outcomes that are expected of it.
The approach adopted by McLean et al was to conduct an initial interview to elicit a 
“picture” of the particular OD practitioner and his background and to aim for, “as 
typicai picture as possible of the interventionist’s main work activities and his thinking 
about them”. In subsequent interviews, they asked participants to predict what might 
happen at specific events [stages in the change process] and why. Afterwards they 
checked back with them as to what had actually occurred and compared these 
outcomes with their earlier predictions.
Given the similarities of subject matter, consideration was given once again to 
adopting a grounded theory based method in the conduct of the present research.
The originators of Grounded Theory, Glaser and Strauss (1967), describe the 
method as one of, “discovering theory from data, systematically obtained from social 
research", as opposed to logically deduced theories based upon what they describe 
as, “ungrounded assumptions”. They are specific in contrasting their approach with 
that of Parsons and Merton’s systems theory and general theory of social action, in 
which traditions the present researcher’s own development and practice are firmly 
rooted. They argue that,
there is no fundamental clash between the purposes and capacities of 
qualitative and quantitative methods or data. What clash there is 
concerns the primacy of emphasis on verification or generation of theory 
-  to which heated discussions on qualitative versus quantitative data
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have been linked historically. We believe that each form of data is useful 
for both verification and generation of theory, whatever the primary 
emphasis (Glaser and Strauss, 1967 pp.17 & 18).
McLean, Sims, Mangham and Tuffield are less specific in their interpretation of the 
purposes of grounded theory, drawing upon Dunn and Swierczek’s (“Planned 
Organizational Change: Toward Grounded Theory”; Journal of Applied Behavioural 
Science. Vol. 13, No.2 (1988) p. 137) assertion that:
Grounded theory, then means continuous efforts to relate existing 
concepts, methods and practices such that ‘experience’ in its widest 
sense becomes available for public discussion.
While these statements and interpretations of the purpose of grounded theory 
seemed highly relevant to the nature and focus of the present research, the method 
and approach appeared to be closer to the role of researcher being that of 
“spectator-manipulator” or “observer1’ and, therefore, towards an end of the 
collaborative relationship between researcher and practitioner that I was seeking to 
integrate as far as possible with its opposite (that of actor-experient) in conducting 
the present research. It was felt that the ‘experience’ of the researcher as 
practitioner, as director and as change driver could not be separated from the study 
even had he wished to exclude such experience since, like it or not, it formed, "part of 
the story”.
So, once again, I returned to the view that my research needed to employ the 
methods and approach of heuristic inquiry. Moustakas (1994) suggests that the 
approach,
is a process that begins with a question or problem which the researcher 
seeks to illustrate or answer. The question is one that has been a 
personal challenge and puzzlement in the search to understand one’s 
self and the world in which one lives. The heuristic process is 
autobiographical, yet with virtually every question that matters there is a 
social -  and perhaps universal -  significance, (p. 17 from Douglas and 
Moustakas, 1985).
This apparent legitimisation of the conscious and explicit involvement of the 
researcher in the process of heuristic inquiry (as an active and engaged participant in 
the issues under consideration) seemed appropriate to the origins of the research 
question(s) that are involved in the present study. However, it also appeared to the 
researcher to place his role and ‘self in a position that might be too close to the
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centre of the stage, in a way that might obscure the subjects of the study (or co­
researchers as they came to be perceived by the researcher). Moustakas, counters 
this suggestion of possible narcissism or self-indulgence on the part of the 
researcher by stating (1985) that,
in heuristics the research participants remain visible in the examination of 
the data and especially in the individual portraits they continue to be 
portrayed as whole persons.
Both grounded theory and heuristic inquiry methods and approaches involve 
processes of initial engagement, immersion, incubation and analysis (data 
categorisation and coding, or interpretation of data) from which emerge the 
categories on which sensemaking and theory building is based.
For example, McLean et al identify seven stages in their analysis of the descriptions 
of their practice of change interventions as described to them by OD practitioners. 
The stages are summarised below:
> Immersion in the data
> Generating ideas about the significant points arising from the interviews from 
which the data is gathered
> Critiquing these ideas and developing and building theories around them
> Sorting and labelling the ideas and theories, trying to discover the most 
helpful and illuminating way of organising them
> Working with these emergent categories that seemed important to them
> Attempting to make overall sense of the research categories
> Taking the findings back to the persons from whom the data had been 
collected to determine whether or not they considered the description of the 
emergent categories provided an accurate and useful way of understanding 
the situations that they had described.
They state that they considered that they,
needed a methodology which deliberately encouraged people to give us 
accounts about their self-awareness; otherwise we would not be getting a 
full report of their perceptions, experiences and actions.
They go on to state that,
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accounts of situations.
phenomenologically located methodology.
1. The research should be comprehensive 
2 The research should be academically acceptable
■
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influenced my early professional and research training. In recent years, I have begun 
to become much more familiar with the work of child psychologists, particularly as 
popularised by Oliver James (2002), and consequently have become increasingly 
aware of how much my early experiences have shaped my worldview and 
presumably, therefore, my ‘model of man .
But a consequence of an increasing awareness of the impact of these influences 
upon my thinking has been the development of a much greater degree of caution in 
relation to the models and assumptions that I employ. Indeed the uncertainty that 
developed in my mind concerning the nature and impact of organisational change 
processes upon those who experienced them, which followed the crucible experience 
of my participation in the workshop with Stuart and Critchley in 1995, was a key 
trigger for my decision to conduct the research in the first place.
Nevertheless, I judged all four of the criteria to be appropriate to the present inquiry, 
notwithstanding my reservations concerning the fourth. The first criterion was 
considered to be especially relevant. In a study of sensemaking, meaning attribution 
and perceived learning on the part of directors acting in the role of change drivers, 
the accessibility of the findings and conclusions by the community from which the 
subjects of the research have been drawn, seemed to the researcher to be a critical 
requirement. However, exploration of several post-modern, social constructionist 
research studies on topics that are related to the present study suggests that this 
view is not universally shared (see, perhaps, CMM, Systemic organisational practice
4. (ii) Embarking on Heuristic Inquiry
It is necessary to record the fact that this section is being written some four years 
following the decision to locate the research as a study employing a process of 
heuristic inquiry. This process, "begins with a question or problem which the 
researcher seeks to illuminate or answer (Moustakas, 1990, p.5). Unlike action 
research, however, the question or problem is primarily one that is owned by the 
researcher, rather than by his or her client. The outcome is not determined by the 
judgement that an answer or solution has been identified, so that the relevant 
stopping rule can be applied (as in for example, the route from A to B is not 
determined as lying within acceptable variances between B, and B2 -  see Chapter 1).
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The question or problem is one that is shared and experienced by others, (although 
not necessarily in .the same manner or form) in related or similar situations and 
circumstance though by each person within his or her own unique context. The 
people who are the subjects of heuristic inquiry, therefore, form a community of 
inquiry with the researcher and should more properly be regarded as co-researchers 
rather than as research subjects. The research method is, “a way of self-inquiring 
and dialogue with others [emphasis GMR’s] aimed at finding the underlying 
meanings of important human experiences” (Moustakas, 1990. p.5.).
Frick (1991) suggests that heuristic research is a particularly demanding process 
requiring, “rigorous definition, careful collection of data, and a thorough and 
disciplined analysis. It places immense responsibility on the researcher”. This, it is 
to be hoped, could be said to be true of any research method but, perhaps, is 
especially true of qualitative research within a phenomenological frame of reference. 
However, a unique aspect of heuristic inquiry is that the investigator must have had a 
direct, personal encounter with the phenomenon that is the subject of the study.
There must have been actual autobiographical connections. Unlike 
phenomenological studies in which the researcher needs to have had the 
experience, ... the heuristic researcher has undergone the experience in 
a vital, intense and full way -  if not the experience as such, then a 
comparable or equivalent experience. (Moustakas, 1990 page 5).
Having taken the decision to conduct the study using a qualitative methodology (itself. 
a significant re-framing experience for the researcher), the autobiographical 
requirements of heuristic inquiry had a direct relevance to the researcher and the 
topic. The topic is concerned with the sensemaking, meaning attribution and learning 
arising from organisational change processes that are the responsibility of the people 
who are the subject of the inquiry. The researcher had spent some time working as a 
practitioner precisely in the area of research focus, some fifteen years earlier, as a 
company director with responsibility for bringing about significant change within the 
organisation of which he was a director. This experience had not been positive. 
During the year prior to embarking upon the study, a “crucible” moment had been 
provided by my attendance at the workshop with Stuart and Critchley, during which 
the language of organisational change was explored together with its possible 
consequences for those who were impacted by it. This language involved the use of 
words such as “trauma”, “catastrophe”, “victim” and “abuse”. Such words are
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strongly emotive and provoked an emotional response in the researcher. Behind the 
questions posed by the formal research proposition therefore, there lie deep personal 
concerns about the role of the change-driver in organisations, some of which are 
necessarily autobiographical. Not least of these are questions of responsibility and -  
morality. Are change drivers, by definition, perpetrators or victims? Both, or neither 
of these?
Embarking upon a process of heuristic inquiry into such questions requires the 
researcher to “swim an unknown current” {Roads, Talking with Nature’, 1987, p.26). 
The validity of this statement can only be determined in retrospect through the 
experience of the individual researcher. At the moment before 'plunging into the 
river’, the implications for the research, the researcher and his or her personal well­
being can only be experienced as a challenge lying somewhere between the 
boundaries of threat and opportunity.
Moustakas places warning signs on the “river bank”.
The dawning of awareness may be refreshing and peaceful, or it may be 
disturbing and even jarring. Whatever the effect, the heuristic process 
requires a return to the self, a recognition of self-awareness, and a 
valuing of one’s own experience, (p.13) -  Moustakas 1990).
Again, he states that:
The heuristic process is not one that can be hurried dr timed by the clock 
or calendar. It demands the total presence, honesty, maturity, and 
integrity of a researcher who not only strongly desires to know and 
understand but is willing to commit endless hours of sustained immersion 
and focused concentration on one central question, to risk the opening of 
wounds and passionate concerns, and to undergo the personal 
transformation that exists as a possibility in every heuristic journey, (p.14 
ibid).
While these ‘warnings’ or ‘cautions’ can be acknowledged by the would-be heuristic 
researcher, their individual relevance can only be determined through the experience 
itself.
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4. (iii) Developing the Research Process Beyond the Initial Interviews
Having secured the participation and commitment of the nine directors, it was 
necessary to determine the means by which their stories could be captured and 
integrated as the research progressed and the changes within the directors’ 
organisations were planned and implemented. A structured or semi-structured 
interview format was felt to be inappropriate, since it would place excessive ‘control’ 
with the researcher. In seeking an alternative, several different approaches were 
considered.
Each director’s story unfolded within the particular context that was provided by his 
own organisation and its social, market and cultural environments. However, there 
were also some shared links between at least some of them in addition to the fact 
that they were directors with whom I had had a prior contact, either through my 
earlier research, as a past client or, in one case, as a former MBA student.
In addition there was a significant background organisational context that was shared 
between two of the directors (Guiting Power and Acton Trussell) and these two 
continued to be closely associated in a new venture. One third of the directors from 
the group of nine was also known to one another through their industry contacts. 
Two other directors from the group had also worked together at some time in the 
past. This suggests that there is something of a community between directors in 
major organisations, especially between those who have responsibility for particular 
professional disciplines (for example, Guiting Power and Baddesley Clinton are both 
marketing and brand management specialists and knew of one another through 
these disciplines while Carlton Rode and Bowers Gifford had industry contacts). 
Despite these links, however, each director’s story is very much his own.
The focus of attention of the research was on the directors’ experiences, their 
sensemaking, their meaning attribution, their learning and their stories. This 
rendered a conventional interview approach inappropriate, since although the focus 
of attention was always upon their experience of organisational change, that 
experience was gained within a kaleidoscopic environment that was itself being 
modified:
o by their personal reactions to those events,
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o by their internal organisational environment,
o by instability in the contextual framework within which the organisation 
was located (the external organisational environment)
o and by the cybernetic feedback processes between each and all of 
these elements (Bateson , 1973; Beer, 1966).
In considering an appropriate method for capturing the evolving stories of the change 
drivers’ experiences of the organisational changes for which they were accountable, 
within a framework of heuristic inquiry, it was necessary to employ a method and 
approach that would permit a focus upon the meaning and interpretation of such 
experiences by those who had them. Part of the process of making this move 
involved a consideration of discourse analysis, which, as with Marshall’s (1995) 
research, is founded in social constructionism.
Discourse covers all forms of spoken interaction, formal and informal, and 
written texts of all kinds (Gilbert and Mulkay, (1984)
Discourse analysis focuses on talk and texts as social practices and on 
the resources to enable those practices. Potter (1999)
Discourse analysts have expressed concern that interview based research can be 
dominated by the construction that is placed upon the dialogue by the interviewer. 
For example,
there are problems in relating the practices that happened in interviews to 
what goes on elsewhere and in avoiding the interaction being swamped 
by the interviewer’s own categories and constructions. Even the most 
open-ended of interviews is guided by a schedule that specifies topics 
and themes as being important (Potter, p. 134).
In order to mitigate this effect to some extent, it was decided to initiate the dialogues 
that took place at each meeting between the researcher and the directors with a brief 
re-statement of the purpose of the research (the researcher’s perspective) and a 
summary of what had appeared to be key issues raised by the director at the initial 
meeting or, as the research progressed, at the immediately preceding meeting (the 
director’s perspective). Thus the context that framed the discussion was quite clearly
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determined by the researcher, but the director had determined the specific issues 
that were addressed within that context at the next interview.
The style of introduction to the dialogue took the form of a summary, for example:
Before we begin, I thought it might be helpful to re-cap on some of the 
key points that came up when we last met. Is that O.K. with you?
In most cases, this was accepted and the researcher identified up to six issues that 
had been raised by the director at the previous meeting. As far as possible, the 
researcher endeavoured to employ exactly the same words as the director had used 
when raising the issue in an earlier meeting. On some occasions, a director would 
raise additional issues, but at no time did a director suggest that one of these issues 
was not in fact of relevance to him and to the processes in which he was engaged. 
This could, of course, mean that the researcher was still controlling the agenda but it 
did, at least, avoid,
the dominant question and answer format (that) is not ideal for getting at 
the sorts of turn-by-turn display of action and understanding that 
conversation analysts have utilised so effectively. (Potter: p. 134).
Another concern experienced by the researcher during this phase of the study 
involved the impact upon the dialogue of the setting in which the conversations took 
place. The nature of the role of Chairman, Chief Executive or Director means that it 
tends to attract the symbols associated with the office. For example, most directors 
had a large comfortably appointed office, 'guarded’ by a Personal Assistant 
(sometimes by more than one) who occupied the ‘outer office’ between the director 
and the organisation to which he was charged with being a bringer of change. 
Making the meeting informal would often involve the director in 'coming out from 
behind’ a large desk and joining the researcher in the chairs or sofas by a coffee 
table. On other occasions, the director would move from behind his desk to a 
conference table in another part of his office. In these circumstances, there was still 
something of an association with being in attendance at the court of which the 
Director was, if not the monarch, then at least a very senior member of the royal 
family. Therefore, the question of the extent to which the dialogues between the 
researcher and director involved significant self-disclosure as opposed to role 
projection must always remain.
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In contrast to these meetings ‘at court’, a number of meetings between the 
researcher and individual directors took place in much more informal settings. For 
example, one Chief Executive preferred to meet in the lounge of a hotel that he 
passed regularly on his journey to and from work. Guiting Power arranged for one of 
our meetings to. take place over lunch in one of the restaurants owned by his 
company. Yet another preferred to meet at the Institute of Directors in London.
While some of these settings did suggest, with Krueger (1994) that, “people have a 
greater tendency for self-disclosure when the environment is permissive and non- 
judgemental”, they also made the matter of data recording and transcribing 
considerably less efficient and effective. Nevertheless, such settings generated 
some apparently spontaneous disclosures, which added greatly to the richness of the 
pictures that began to emerge from the dialogues. These provided a counter­
balance to the researcher’s concern that the office-based settings of many of the 
meetings might lead to,
disclosures [that] reflect, not our spontaneous feelings, thoughts and 
wishes, but rather pretended experiences which will avoid punishment 
and win unearned approval. We say that we feel things that we do not 
feel. We say that we did things that we did not do. We say that we 
believe things that we do not believe. (Jourard, 1971, page 11).
However, from a social constructionist perspective, this is precisely the process by 
which each person’s social reality is created. This is the process, literally, by which 
we make sense of the world in which we live. Jourard’s concern is that this lack of 
authenticity or persona projection is ultimately self-destructive as
... this pattern of selective disclosure, or pseudo self-disclosure, leads to 
self-alienation where the individually ‘loses his soul literally. (Jourard,
1971 p.11)
Given that the directors in the early stages of the project were located as 
gatekeepers or boundary managers at the interfaces between a number of inter­
dependent subsystems (for example, as representatives of the organisation to its 
stakeholders and of the stakeholders to the organisation; as members of particular 
professional groups and as members of families etc.) the pressures on them to 
construct a range of realities in terms of which to represent themselves in situations 
of disclosure were considerable. The role of director and co-researcher in the 
research study put them centre-stage in a situation where the nature and perceived
137
Change Drivers
authenticity of their self-disclosure was fundamental to the process of sensemaking 
on which the success of the change activity for which they were accountable would 
be largely dependent.
Participation in the research was, therefore, not without risk. However, the 
preliminary exploration of the field of discourse analysis suggested that the use of 
dialogue and stories as a source of illumination was consistent with the heuristic 
inquiry approach upon which it was proposed to base the research.
The material in which the researcher proposed to become immersed was, therefore, 
derived not from a formally, structured or semi-structured interview schedule, 
developed and maintained as a common platform for the dialogues between the 
researcher and each director but, rather, from “natural talk”. (Potter, in Silverman, 
1997 p. 149). Such talk is:
natural in the specific sense that it is not ‘got up’ by the researcher using 
an interview schedule, a questionnaire, an experimental protocol or some 
such social research terminology ...It provides a different perspective on 
research procedures such as interviews. Instead of treating these as a 
machinery for harvesting data from respondents, they can be viewed as 
an arena for interaction in its own right; that is natural -  interaction -  in -  
interview.
Adopting such an approach served not only to move the researcher even further from 
his positivist roots, it also suggested that the decision to base the research in 
heuristic inquiry rather than in grounded theory had been appropriate since, while 
both are qualitative, the principal argument of discourse analysis is,
not against quantification per se, but against the way counting and coding 
often obscures the activities being done with talk and text. (Potter, 1999. 
p. 144).
This point further differentiates the methods of heuristic inquiry from those of 
grounded theory where coding and categorising are fundamental.
While some framework of analysis would be necessary, it appeared at this stage that 
such a framework would be more likely to emerge from the dialogue between the 
researcher and the directors and from the narratives and stories that they provided 
than it would from a process of line-by-line categorising and coding of the text, such 
as is required by grounded theory.
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Having lived by the injunctions of, “the standard methodological textbooks to be
as neutral and uninvolved as possible”, heuristic inquiry and the persuasive 
arguments of researchers employing an approach based in discourse analysis, 
suggested that such injunctions made sense only,
as part of the fiction that the researcher can somehow disappear from the 
interaction if only they can make themselves passive enough. (Potter, 
1999).
4. (iv) Narratives and Stories
“We believe in stories, not statistics ... Stories represent a particular 
category of discourse”. Yiannis Gabriel (1998) where he quotes T.S.
Eliot’s statement that:
“The unanswerable brutality of modernity makes people silent-their 
experience eclipsed by information”.
The stories that people tell in organisations (and elsewhere), argues Gabriel, are 
products of their personal experience and,
it is this personal experience which modernity devalues and ultimately 
obliterates. ... that stories grow out of subjective experience; that the 
social and technical conditions of modernity undermine the art of the story 
teller; and that modernity devalues subjective experience in favour of 
information (p. 91)
Gabriel is far from a lone voice in expressing this view. Lévi-Strauss (1978) casts 
science as playing the crucial part in the supplanting of experience. Wilber (1998), 
concurs, stating that modernism, as epitomised by the scientific worldview has 
provided a
‘flatland’ conception of the universe as composed basically of matter (or 
matter/energy), and this material universe, including material bodies and 
material brains, could best be studied by science and science alone.
(p.10).
He goes on to deny that this argument suggests that the scientific worldview is 
atomistic rather than holistic, “because”, he states,
it was basically and generally holistic from the start. No, the problem was 
that it was thoroughly ‘flatland holism' .........  a systems theory, that
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included nothing but 'ITS', nothing but objectifiable processes scurrying 
through information loops, or gravity acting at a distance on objects, or 
chemical interactions of atomic events, or objective systems, or chemical 
interactions of atomic events, or objective systems interacting with other 
objective systems, (p. 57).
In contrast, the truth of a story does not lie in the facts that it offers but in its meaning.
Boje and Dennehy, (1993) stand the flatland, modernist argument on its head by 
suggesting that,
stories make experience meaningful turning information into experience; 
stories connect us with one another... stories provide an opportunity for a 
renewed sense of community.
In studying nine directors in their role as change-drivers, the researcher, through the 
medium of regular dialogues or conversations with each director, heard and recorded 
their unfolding stories as the narrative of their personal, subjective experience. Such 
narratives are, “the forward movement of a description of actions and events that 
makes the backward action of self-understanding possible” (Churchill & Churchill 
(1982). One objective of analysing the directors’ narrative descriptions of their 
experiences of change is to, “see how [they] impose order on the source of 
experience to make sense of events and actions in their lives” Riessman (1993).
Because the dialogues between the researcher and the directors took place over an 
extended period (between eighteen months and four years), they involved a process 
of continuous adjustment and re-interpretation. Each conversation commenced with 
a re-statement of the researchers’ perception of the key issues or themes that had 
emerged during the previous meeting. Quite frequently, the director would seek to 
‘clarify’ the summary in the light of his subsequent experience. The meetings 
themselves formed islands of reflection in a river of experience. During the 
conversations on the 'islands’, the directors necessarily gained some distance from 
their unfolding stores. Being temporarily separated from their experience in the role 
of change driver, they were able to adopt a reflective stance in relation to their story, 
at least up to the point where they, “left the river for the island”.
Inevitably the narratives contained descriptions of circumstances where the director 
purported to presenting facts-as-information rather than facts-as-experience. Gabriel 
(1998) suggests (p. 101) that this is potentially problematic. What is it that
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distinguishes a description (facts-as-information) from a story (facts-as-experience), 
such that the researcher (or the story-teller) can identify when one mode or other is in 
operation? Gabriel acknowledges that,
“many would deny that it is possible to give purely factual accounts of any 
event. The choice of facts to report, the choice of words to be used, the 
omissions made, the framing of the narrative suggest that all narratives 
involve the narrator’s active engagement with his/her subject” (p. 101).
Habermas (1984) distinguishes between “the chronicler" and the “story-teller'’ ...The 
“chronicler" is committed to accuracy, the “story-teller” is committed to effect.
But if distance is a necessary pre-condition of the reflective stance required by story­
telling, then the chronicler and the storyteller are both engaged in chronological 
narratives, which are embarked upon for the purpose of understanding, conveying 
and creating the meaning of experiences or facts.
This “forward movement of actions and events” in order to make the “backward 
action” of understanding possible is a crucial aspect of the sensemaking process.
Coffey and Atkinson (1996) note that stories,
serve a variety of functions, social actors often remember and order their 
careers or memories as a series of narrative chronicles, that is, as series 
of stories marked by key happenings ... Tales of success or tales of key 
leaders/personalities are familiar genres with which to maintain a 
collective sense of the culture of an organisation, (p.56).
Riessman (1993) suggests that in using narratives and stories as a source of 
qualitative research data, it is necessary to go beyond issues of content. It is also 
important to pay attention to structure, how the story is organised, how it is 
developed and in what manner it begins and ends, so that the researcher may, “see 
how respondents impose order on the flow of experience to make sense of events 
and actions in their lives”. (Riessman p.3).
The unfolding story with an identifiable, elemental structure, is a key component of 
both organisational and individual sensemaking, and as a source of data in their 
illumination provides a counter to what Atkinson (1992)) describes the “culture of 
fragmentation” that is characteristic of analyses which are based on coding and 
categorizing, as in grounded theory, for example. The narrative or story preserves 
the form of qualitative data. However, Coffey and Atkinson (1996, p.80) point out 
that there is nothing uniquely privileged about personal narratives. They are, “as
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conventional as any other form of individual or collective expression”. They do, 
however, open up possibilities for a variety of analytic strategies which, “enable us to 
think beyond our data to the ways in which accounts and stories are socially and 
culturally managed and constructed. ”
4. (v) Sensemaking
On numerous occasions in the preceding pages reference has been made to the 
experience of sensemaking on the part of the directors involved in this study in their 
role as change drivers and on the part of the researcher himself. Indeed, 
sensemaking is a fundamental aspect of the research question that the study 
attempts to address.
As noted earlier (page 39), according to Louis (1980):
Sensemaking can be viewed as a recurring cycle comprised of a 
sequence of events occurring over time. The cycle begins as individuals 
form unconscious and conscious anticipations and assumptions about 
future events. Subsequently individuals experience events that may be 
discrepant from predictions.
P.241
The role of the change driver as gatekeeper or boundary manager in the process of 
organisational change involves the anticipation and articulation of future events in 
ways that make sense to other organisational members. However, in an unstable 
environment the likelihood that those events will be “discrepant” from the change 
drivers’ expectations is high. But these
discrepant events, or surprises, trigger a need for explanation, or post­
diction, and, correspondingly, for a process through which interpretations 
of discrepancies are developed. Interpretation or meaning is attributed to 
surprises. (Louis)
Weick (1995) suggests that the process of sensemaking has seven distinguishing 
properties. First of all, sensemaking is grounded in identity construction in relation to 
three quite specific “self-derived” needs.
■ The need for self-enhancement through positive cognition
■ The need for self-efficacy through feelings and demonstrations of 
personal competence
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and
■ The need for self-consistency through the experience of coherence and 
continuity.
These needs are met by projecting onto others, our own sense of what those others 
are thinking about us. We then behave in ways that we hope will either affirm or 
disaffirm our projections according to our own evaluations of them. Thus, such
sensemaking processes derive from... the need within individuals to have 
a sense of identity -  that is a general orientation to situations that 
maintain esteem and consistency of one’s self-conceptions. 
Sensemaking processes have a strong influence on the manner by which 
individuals within organisations begin processes of transacting with 
others, Ring and Van den Ven, (1989)
The change driver not only seeks to meet these needs within him or herself s/he is 
also required to encourage the meeting of such needs in others in circumstances of 
high uncertainty and risk. Here the change driver is in the role of leader, someone 
who,
gives others a different sense of the meaning of that which they do by 
recreating it in a different form, or different ‘face’, Thayer (1988) fpp 231- 
263.
In this role the change driver is very much a ‘sense giver’ in the process of identity 
construction. He does not tell things as ‘they are’ but as they ‘might be’.
Secondly, sensemaking has a retrospective quality. It involves processes in which 
many possible meanings and interpretations may need to be synthesized, because 
(especially in the midst of organisational change) many different activities and 
projects are occurring simultaneously at the point in time that reflection takes place. 
Weick points out (page 27) that at this moment, “the problem is that there are too 
many meanings not too few. The problem faced by the sensemaker is one of 
equivocality, not one of uncertainty”. (See also, Galbraith (1977) and Bartunek and 
Moch (1986). They don’t need more information (as is often thought), “instead they 
need values, priorities and clarity about preferences to help them be clear about 
which projects matter”.
Thirdly, the process of sensemaking is, according to Weick, enactive of sensible 
environments. By this he means that people in organisations frequently produce as
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referential wholes, elements or parts of the organisational environment in which they 
are active, in contrast to the organisation being perceived, as frequently presented, 
as a given, a “monolithic or regular environment that exists detached and externally 
to them (p.31).
Weick, with Bartunek and Moch and with Ackerman (1997) suggests (p.38) that faith 
is instrumental in sensemaking, arguing against post modernist deconstructionist 
views.
The destructive side of deconstructionism is the undermining of the faith 
and belief necessary to get sensemaking started. If there are multiple 
meanings that collapse under scrutiny, why bother with sensemaking at 
all? (p. 38).
The process of enactment involves the actor in the creation of the environment of 
which he strives to make sense. The actions that he takes are only in part a 
consequence of the stimuli provided by the environment, because that very activity is 
itself helping to produce the situation which generates further activity on the part of 
the individual.
Fourthly, Weick states that a significant property of sensemaking is that it is a social 
rather than an individual activity. In emphasising this point, he quotes Walsh and 
Ungson’s (1991) definition of an organisation as a “network of intersubjectively 
shared meanings that are sustained through the development and use of a common 
language and everyday social interaction”. Therefore, the thoughts, feelings and 
behaviours of individuals are mediated by the actual, imagined, or inspired presence 
of others. “Sensemaking is never solitary because what a person does is contingent 
upon others” (p. 40).
The fifth of Weick’s seven properties of sensemaking is that it is, like organisational 
change [see also Kilmann , Covin et al (1988)], a process that is, “ongoing, endless 
and forever”. People’s sensemaking narratives and stories may have a beginning, a 
middle and an end, but the people themselves are always, “in the middle o f things, 
which become things only when those same people focus on the past from some 
point beyond it” (p. 43).
Flows are the constants of sensemaking, “to understand sensemaking is to be 
sensitive to the ways in which people chop moments out of continuous focus and 
extract cues from those moments”.
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Weick asks the question, if people are always in the middle of things, then what is it 
that they are in the middle of? He suggests that the answer to his question is 
“projects” and that what particularly captures their attention is interruptions to these 
projects, because the reality of flows becomes more apparent when that flow is 
interrupted. This is when we require explanations or become anxious. Interruptions 
to a state of flow generate an emotional response. “It is precisely because ongoing 
flows are subject to interruption that sensemaking is infused with feeling” (p.45).
As the research progressed it became clear that the notion of change being 
perceived as a discrete project rather than as a process of continual flow, was one 
that was of great significance to a majority of the change driver directors who 
participated in the present study. Only one (Brent Pelham), or possibly two (Bowers 
Gifford) seemed to perceive the change in which they were involved as one aspect or 
interval in an infinite process. Others conveyed the impression that the change that 
they were managing was a discrete, bounded, project activity of finite duration. At 
some point the change would be 'done'.
Within the context of an organisational change, organisational members have 
relatively little control over the onset or cessation of interruptions. Moreover, the 
impact or volume (in the sense of demanding attention) of such interruption 
necessarily increases with interventions from competitors, processes of 
organisational restructuring, acquisitions, takeovers and mergers etc. Finally, 
planned organisational changes are seldom, if ever, precisely realised and progress 
towards their achievement is more frequently delayed than accelerated as a 
consequence of interruptions such as staff turnover, budget cuts and the requirement 
to manage both the change process and that of “business-as-usual” concurrently. 
Given these characteristics, Weick suggests that organisational sensemaking is likely 
to, “occur largely in conjunction with negative emotions”. (Emphasis G MR)
This was, therefore, likely to be reflected in the narratives and stories told by the 
change drivers since,
people remember events that have the same emotional tone as what they 
currently feel ... past events are reconstructed in the present as 
explanations, not because they look the same but because they feel the 
same.
Weick
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The reference to negative emotions has been given particular emphasis because of 
its significance in the context of the present research. The interest in the research 
question had been triggered by a recognition and acceptance on the part of the 
researcher that the negative experiences associated with major organisational 
change are almost certainly more generalised and with more damaging 
consequences for organisational and individual well-being than is commonly 
accepted by practitioners in organisational change and development. This is 
particularly so in the context of those who are the drivers of change, where there is a 
tendency to perceive them as either the leaders or the perpetrators of change rather 
than as its objects. When such change drivers are company directors or chief 
executives of the organisations undergoing the changes, still less is known about the 
relationship between their role, their experience of the change process and its 
consequences for them. This is because directors form a group concerning which 
comparatively little research has been undertaken (see Chapter One). The emotions 
experienced by the researcher himself as the research process commenced were’ 
also somewhat negative with regard to the research topic, being tinged with guilt 
concerning the relative inattention given by him to the negative though unintended 
consequences of the changes with which he had been associated both as a 
company director and as a consultant in organisation and business development. 
Such negative emotions were also associated with his own recollections of the 
consequences of some of those changes for himself.
The sixth property of sensemaking in organisations, suggests Weick, is that it is 
“focussed on and by extracted cues”. By this is meant that the process of 
sensemaking tends to involve building constructs that are attributable to the whole 
from specific characteristics of a single part or several parts. Extracted cues are 
simple, familiar structures, which provide the seeds from which people develop a 
larger sense of what is happening. Weick quotes Smirchich and Morgan (1982), who 
state that, “leadership lies in large part in generating a point of reference, against 
which a feeling of organisation and direction can emerge”. Thus, for example, 
Ramsey Mereside was clear in his own mind that some of the management and 
employment practices of his company were fundamentally wrong, had led to the 
company’s steady decline over a period of many years and, therefore, needed to be 
changed. He was not sure where these changes would lead but had convinced 
himself and was able to convince others that they should become a key objective of 
the business and of its senior managers. Monkton Wylde recognised that the loss of 
a significant element of government funding would mean that he would be forced to
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make significant savings, almost certainly leading to redundancies and requiring him 
to adopt a much more controlling management style. His personal point of reference 
was to do what was necessary without compromising his personal values of involving 
and empowering his management team, including those who might fall victim to the 
need for redundancies. Baddesley Clinton saw that the route to the growth and 
survival of his organisation was through a- process of re-branding the business, 
including its manufacturing facilities so that they became heritage centres as 
opposed to simple production units. Persuading staff and colleagues at all levels to 
share this perception was critical to his change management strategy.
From a sensemaking perspective it is helpful to distinguish ‘noticing*, which involves 
the activities of filtering, classifying and comparing, from sensemaking itself. 
Sensemaking is concerned with interpreting and determining what the noticed cues 
mean. Weick (2001) provides the illustration of a group of soldiers missing in a 
snowstorm in the Alps. They considered themselves lost until one of them found a 
map in his pocket. Greatly relieved, the soldiers consulted the map, calculated their 
bearings and found their way out of their predicament. Only later did they discover 
that the map was of the Pyrenees and not of the Alps
The point, suggests Weick, (1995), is that such extracted cues lead to action and that 
action is crucial to sensemaking.
Once people begin to act (enactment), they generate tangible outcomes 
(cues) in some context (social), and this helps them discover (retrospect) 
what is occurring (ongoing) and what needs to be explained (plausibility), 
and what needs to be done next (identity enhancement) (p.55).
The successful outcome arrived at through the use of the wrong map suggests that in 
sensemaking processes, accuracy is nice to have, but not essential. Reasoning may 
not necessarily be correct, but if it approximates reasonably with the facts it may be 
good enough. In managing change of a second or third order nature (See Bartunek 
and Moch), the reasoning that is involved will be based of necessity on incomplete 
information.
Weick’s seventh property of sensemaking is that it is driven by plausibility rather than 
by accuracy. This property lies at the heart of the approach of the early operational 
research scientists in the Second World War. In confronting totally unfamiliar 
situations, the operational research team would endeavour to find a metaphor from a
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different branch of science that might be used to describe or model the presenting 
problem. Progress could then be made by developing the metaphor in ways that 
facilitated the emergence of an adequate solution rather than the ‘right’ answer. The 
models needed to be plausible, they were not required to be accurate.
Plausible reasoning involves going beyond the directly observable or at 
least consensual information to form ideas or understandings that provide 
enough certainty. Isenberg (1986)
Plausibility is critical in the change driver’s armoury. If the information available to 
initiate a second or third order change process is, by definition, insufficient -  
rendering first order change inappropriate if not impossible, then as has been 
previously noted, embarking upon the change process is largely dependent on acts 
of faith. Initially such action is taken by the change driver but, if the change is to be 
successful, actions taken on a similar basis must be taken by many others in the 
organisation for a considerable period of time and in different areas of responsibility 
and action following the original initiative being taken by the change driver himself.
In a world that is changing and malleable, confident, bold, enthusiastic 
action, even if it is based on possible illusions can be adaptive. Bold 
action is adaptive because its opposite, deliberation, is futile in a 
changing world where perceptions, by definition can never be accurate.
They can never be accurate because, by the time people notice and 
name something, it has become something else and no longer exists.
Weick p.60.
4. (vi) Summary
The purpose of this Chapter has been to convey something of the processes 
involved in framing the methods employed in the present study. Having made the 
decision to move away from a positivist approach to one that is qualitative and likely 
to be located in phenomenology, the researcher recognised a need to combine the 
role of observer with that of what Vickers (1968) has described as the “actor 
experient” orientation of the practitioner. As such it was necessary to combine the 
perspectives of the academic researcher with the experience of the consultant- 
practitioner, consciously bringing that experience into the research itself without 
compromising the requirement for rigor. It was also necessary to avoid the position 
of,
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many [qualitative researchers] who function like quasi-positivists, allowing 
themselves to have particular feelings such as closeness with participants 
but then denying their emotions when they construct their accounts,
Gilbert, (2001)
and others have written of the tension that exists between the academic and the 
practitioner frames of reference, arguing for the development of a collaborative, more 
holistic approach. Exercising such a collaborative stance within one and the same 
researcher would be likely to be a challenge requiring a large measure of self-insight 
and awareness together with considerable self-discipline on the part of the 
researcher.
In committing to a qualitative method, a number of possible options were considered 
against the background of studies of similar topics and that were of like range and 
scope to that proposed for the present research. These included Marshall’s (1995) 
study of sixteen women managers experiences of leaving their organisations and 
McLlean, Sims, Mangham and Tuffield’s (1982) critique of organisational 
development practitioners engaged in processes of organisational change. However, 
while these two studies had either much in common with or were rooted in grounded 
theory, the nature of the present study of directors who are change drivers exerted a 
strong pull on the researcher towards heuristic inquiry, focussing upon the 
experience of sensemaking and learning of the individual directors as a means of 
shedding light on the processes that were involved. This led to a concern with the 
change drivers’ stories as entities in themselves, even though the change drivers’ 
individual story was always, “in the middle of things” , having neither a clear beginning 
nor an obvious conclusion. This suggested that the coding and categorising of 
grounded theory was not likely to be central to the study although, acknowledging 
this represented a yet further distancing of the researcher from his traditional, 
positivist background. This had already moved the researcher an uncomfortable 
distance from the river- bank of his earlier research experience, given the emphasis 
that heuristic inquiry places upon the personal involvement of the researcher in the 
research question. Moustakas goes so far as to suggest that, “the heuristic process 
is autobiographical”.
However, grounded theory, heuristic inquiry and the approach adopted by Marshall 
all require the researcher to immerse him or her self in the data. In the process of 
heuristic inquiry, this process is taken to considerable lengths:
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Once the question is discovered and its terms defined and clarified, the 
researcher lives the question in waking, sleeping and even dream states. 
Everything in his or her life becomes crystallized around the question.
The immersion process enables the researcher to come to be on intimate 
terms with the question -  to live it and grow in knowledge and 
understanding of it.
Moustakas, 1990, p 28.
This process of deep immersion in the research raised the issue for the researcher of 
the nature of that immersion, especially in meetings with the nine directors who were 
co-researchers rather than “the subjects" of the inquiry. This suggested that an 
informal conversational interview would be more appropriate than the standardised,
• or semi-structured interview method with which the researcher was familiar. Patton 
(1980) suggests that the informal conversational interview,
relies on a spontaneous generation of questions and conversations in 
which the co-researcher participates in a natural, unfolding dialogue with 
the primary researcher.
This seemed to the researcher to meet, at least to some extent, the concern of some 
discourse analysts that a more structured approach to the conversations between 
him and his co-researchers would run the risk of the analysis and interpretation being 
dominated by the constructions of the researcher. At the same time, however, 
shifting the balance in favour of whatever level of self-disclosure the co-researchers 
chose to make, ran the risk of compromising authenticity (Jourard, 1964). However it 
was noted that from a social constructionist perspective this is just how each 
individual’s social reality is generated on a daily basis.
Social reality, it was suggested, is reflected in the narratives and stories that people 
share. It is stories that make experience meaningful by transforming information into 
experience. The data in which the researcher immersed himself over the duration of 
his dialogues with the change drivers (between eighteen months and four years) took 
the form of a series of unfolding stories that reflected the shifting sands of the 
experiences of the directors in relation to the changes to which they were trying to 
give meaning and of which they endeavoured to make sense.
As the research progressed, the director’s stories, their sensemaking processes and 
those of the researcher himself became more and more the focus of attention.
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Chapter 5: Biography and Reflexivity
“These days many managers are so bombarded with information that 
meaning becomes fragmented. Stories allow us to reconnect events, to 
reconstruct meaning, and to understand what has happened. "
David Hurst (1995) t
“Not infrequently, qualitative research begins with a single story, and 
sometimes it’s the researcher’s”
Paul C. Rosenblatt (2001)
Overview
In this chapter the roles of reflexivity and autobiography in heuristic inquiry are 
explored in relation both to the author’s previous research and practitioner 
experience and in relation to their likely implications for his perspective in the
field of the present study. The impact of events in the ‘life-world’ of the
researcher are considered in the context of the emotional nature of qualitative 
research. The researcher’s enforced withdrawal from the research process is 
described as is the process of his re-engagement with his research data. The 
‘stories’ of the nine change driver directors are presented as recalled by the 
researcher as a crucial aspect of his re-engagement with the data.
5. (i) Introduction
The fieldwork stage of my research was concluded in the winter of 2000. By that time 
I had conducted thirty-three interviews and a number of less formal conversations
with each of the nine directors who provide the focus of my study. Most of these
interviews and conversations were recorded and transcribed, while for those that 
were not, I had taken my interview notes (some of which were in mind-map form -  
Buzan (“The Mind Map Book”, BBC Books, London, 1993) and recorded my 
reflections on them in some detail in my journal and in a learning log. This was partly 
a matter of reflective practice, Schon (1991) and partly an aspect of my own sense 
making process, Weick (1995), which, I was to discover, was to play a critical role in 
my research process and approach, as is central to the method of heuristic inquiry 
that I had adopted.
In March 2000, I had to go into hospital for major surgery and afterwards spent a 
number of weeks recuperating. I had intended to use some of this time to review and 
reflect upon the narratives or stories that had by that time emerged from the 
interviews and conversations with each director. My aim was to enable me to come 
to a level of understanding of the processes by means of which I made sense of each 
of the stories prior to immersing myself in the data as is required demanded by the
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heuristic research process upon which I had embarked [See Chapter 3 Ref. 
Moustakas].
The summaries that I had made following the initial interviews included a number of 
similes and images that while enabling me to differentiate each change driver, his 
change and his story from each of the others, also began to provide interpretive 
filters through which I was making sense of each of their developing stories.
My plan to use my visit to hospital and period of recuperation as a period of enforced 
reflection on the stories was, however, not to be realised as it marked the beginning 
of a series of significant crises in my personal and working life. Whilst I was in 
hospital, my partner in our management consultancy practice learned that he had 
cancer for which he would require urgent treatment, the extent and implications of 
which he was as yet unaware. Two months later and shortly after I had returned to 
work my older brother died of the same illness, an event that affected me very 
deeply. I then learned that my colleague and partner would have to limit himself to 
working during one week in every three. As a direct consequence of all these events 
I concluded that I needed to put my research aside for a period of six months while I 
attended to pressing family and business needs.
Early in 2001, I returned to my research data, beginning once again the process of 
immersing myself in the directors’ stories and their possible meanings, both for me 
and for the storytellers themselves. To my distress, I experienced this process as 
deeply depressing. I found that the negative aspects of the directors’ experiences, 
regardless of whether these were a consequence of work, health or other problems, 
resonated with me very much more strongly than they had at the time that of my 
interviews with them. While I had been sensitive to these aspects of their 
experiences both during and after the interviews, I felt that I had been equally 
responsive to both the positive and the negative aspects of their experiences. I 
attempted to come to terms with and to make sense of what was happening here and 
of why I seemed to be so pre-occupied with the negative aspects of the directors’ 
stories. Indeed, I was so preoccupied with them that I tended to avoid or to skip over 
anything in the data that was indicative of a positive, optimistic or enthusiastic 
response to the change processes.
The experience of serious illness and bereavement inevitably, I imagine, 
considerably increases one’s sense of vulnerability. Just as the experience of
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noticing one’s first tangerine coloured car is followed rapidly by the impression that 
tangerine coloured cars are everywhere, so my sensitivity to the incidence of 
personal crises in . the lives of those around me increased greatly in the months 
following my hospitalisation, the illness of my close friend and business partner and 
the death of my brother. No matter how hard I tried to assume the role of the 
dispassionate, objective researcher that I had Seen myself to be in my previous 
research studies, I found that my attention was constantly drawn to the negative 
aspects that I encountered when reviewing the transcripts of my interviews with the 
change drivers. I began to regret very strongly my choice of a qualitative approach in 
general and in particular the decision to pursue my research by means of the 
methods of heuristic inquiry. The experience of immersion in the research data was 
similar to that of immersion in polluted water of which my life experiences were the 
source.
I became aware that my personal orientation was very much inwardly focussed. That 
which I experienced in the world about me was interpreted in terms of how it 
resonated with my own feelings and emotions. If the level of resonance was low, the 
experience tended to be dismissed, ignored or denigrated. While if it was high it 
would be dwelt upon, embroidered and cherished.
Far from immersing myself in the data as is required by the heuristic method that I 
had concluded was appropriate to the subject matter of my study, I was wallowing in 
it in a way that excluded interest in, let alone enthusiasm for the positive aspects of 
the stories that the directors had shared with me.
It so happened that a number of my research colleagues at this time were pursuing 
their interests in ideas of spirituality in organisations. Spirituality was not a concept 
or an experience that had been referred to at all during my conversations with the 
change driver directors. In reviewing the literature associated with organisational 
leadership and transformational change, I had considered a number of texts on the 
topic of spirituality and organisations. These included, for example, Mitroff and 
Denton (1999), Barrett, (1998) “Liberating the Corporate Soul”, Woburn Mass., 
Butterwoth-Heinemann,. Together with several of the works of Ken Wilber (but in 
particular, (1998 1); (1998 2) and (2000). I found that texts such as these were 
forming a significant proportion of the background reading that I considered relevant 
to my research at this time, despite the fact the topic of spirituality had not featured in 
my discussions with the nine directors. Once again, I found that issues that seemed
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important to my research were being determined by my own needs for sensemaking 
with regard to the personal context within which I was pursuing my inquiry rather than 
by the experiences of the nine people who were its subject.
In retrospect, I can acknowledge that this heightened interest in and concern with the 
negative aspects of the change drivers' experiences and with issues of spirituality 
was very much a reflection my own circumstances rather than of those of the nine 
men who were the focus of my research. However, this interest led me to 
considerations of a significant aspect of much of the qualitative research literature 
that is concerned with organisational relationships that previously had been only at 
the periphery of my consciousness.
In contrast with much of the popular management literature that predominated during 
the nineteen eighties and early nineties, which was concerned with excellence and 
success, heroes and champions, the concerns that had drawn me to my research 
study had been with issues associated with crisis, stress and organisational survival 
as reflected in the writings of Hurst, Kets de Vries, Noer etc. Similarly, much of the 
subject matter of authors employing qualitative research methods appears to deal 
either with life's difficulties or with pathologies in organisational and individual 
behaviour for an audience of therapists, social workers, criminologists, nursing 
professionals or students of these occupations. As such it is not surprising that many 
of the research reports that have been written by qualitative researchers reflect the 
fact that their authors have spent many hours in conversation with strangers, talking 
about the deepest, hardest, most painful and most challenging experiences of their 
lives.
This was true of some significant parts of the stories of a majority of the nine 
directors who participated in my study of change drivers. But it was far from their 
whole story. While I should not, therefore, express any surprise that I found myself to 
be deeply affected by these aspects of their stories, given what had just occurred in 
my own life, I also needed to recall what had drawn me to my research topic in the 
first place. The experience that 1 had had when attending the. workshop with Stuart 
and Critchley (Chapter!) had had a similarly significant impact upon me, and it had 
been the trigger for my wish to conduct the research upon which I was now 
embarked. This had caused me to pause and to give much greater consideration to 
the negative aspects involved in processes of planned change than I had done in my 
previous thirty years of working in this field.
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In these circumstances, I now had to reflect upon the possibility that in conducting 
the research with the change drivers, I was seeking validation of preconceptions, 
born of my experience in the workshop, that the experiences of the change drivers 
would be negative in many significant respects. But it also so happened that I had 
had deeply painful experiences in my personal life just at the point when I was 
becoming immersed in the data of my research. I found that such experiences were 
being reflected repeatedly in my research data, and that the data reinforced and in 
some respects helped me to make sense of them, rather than my experiences 
helping me to make sense of the data.
Some writers have indicated that the experience of some aspects of qualitative 
research provide a spiritual experience that comes in the service of personal healing. 
For example, Rosenblatt (2001 ) comments that,
Years of qualitative research on the difficult issues in people’s lives have 
had a profound impact on me spiritually, although I started out having no 
idea that would happen or even that spirituality would be relevant to my 
research, (p. 113)
At a personal level, I experience considerable difficulty with the notion of spirituality, 
because those with whom I have discussed it as a concept have tended to stress its 
ineffable quality and, therefore, the impossibility of defining precisely what it is that 
they mean by the term. As Rosenblatt comments (p.113),
I think some of what I experience as spirituality cannot be captured in 
words or maybe it’s just that the words make what I have experienced 
seem more ordinary, definite, and cognitive than I experienced them.
This was also true for me, although, spirituality, is not the word that I would have 
chosen to use in relation to the ways that experiences in my personal life impacted 
upon the way that I now viewed my research data. They were much more,associated 
in my mind with what I understand by the term, ‘mild depression’. Though they 
certainly involved concerns about the wider purpose and meaning of human 
existence, associated with feelings of loss, sadness and grief.
I described the impact of these concerns upon my research to my colleagues in 
terms of a world that was devoid of colour. What had previously been an exciting 
professional challenge to uncover issues that seemed to me be of potentially great
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importance for senior management learning and development, now seemed deeply 
sad and matters for quiet contemplation, reflection and compassion rather than for 
investigation.
Then, in April 2001, having seemed to be making a good recovery and beginning to 
find some renewed enthusiasm for the research, my business partner died. A month 
later my mother died, at the age of eighty-eight, after a brief illness.
I was deeply affected by these events, both emotionally and practically. The death of 
people to whom one is close necessarily provokes a heightened awareness of one’s 
own mortality, in addition to the sense of sorrow and of loss occasioned by the 
deaths themselves. In these circumstances, perhaps it is not surprising that when I 
returned to my research some months later I should again find evidence of potential 
loss and sources of sorrow in almost every aspect of the research data that I 
considered. Simultaneously, I reflected once more upon the fact that an important 
trigger for my interest in the research topic had been the need that I felt to 
acknowledge the darker, more negative aspects of organisational change and its 
management. I also reflected, somewhat ruefully, on the fact that my decision to 
move from my accustomed positivist, rationalist stance as an objective, disinterested 
observer to a qualitative, heuristic one had required me to “live fully” the experiences 
associated with the research as and when they occurred, rather than attempting to 
differentiate between those experiences that were and those that were not, “directly 
relevant,” \o the research topic itself.
For example, in my role as a director I needed to decide the future of what was now 
my late partner’s widow and my business. Indeed, I had to decide whether or not I 
wished to continue at all with the business that had occupied me for the previous 
twelve years, or whether to manage a transition to some other working future that 
might reveal itself to be open to me. Regardless of the outcome of this decision it 
was clearly going to involve driving through a process of significant business change, 
albeit on a much smaller scale than those changes in which the participants in the 
research were involved.
I was also the sole executor of my late mother’s estate. Once again, therefore, in 
June 2001, I found that I had no option but to withdraw temporarily from the research 
process. This was not only as a consequence of the requirements of these 
responsibilities but also as I was indeed experiencing mild depression, as was
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reflected in my changed perceptions of my research data. 1 can only describe these 
perceptions as being uniformly grey, in marked contrast to the rich and colourful 
patterns in the data that had challenged and excited me as the interviews had 
progressed between 1996 and early 2000. I experienced the combination of all of 
these negative circumstances to be mutually self-reinforcing.
It was against this background that I attempted to return to the research in early 
2002. Once again I was struck by the fact that I seemed to be drawn inexorably to 
the negative aspects of the directors’ experiences. Each time that I reviewed the 
data, I found that I seemed to re-experience my own depression. The data continued 
to present a monotonous and lifeless character to me and I could find no personal 
illumination within it. The prospect of immersing myself deeply in the data again was 
very disturbing to me and I was uncertain that my own emotional state was 
sufficiently robust to cope with what the data seemed to be conveying to me.
I had by now wound up the consultancy practice that I had shared with my late 
partner and was consulting on my own as a sole practitioner. I could not afford to let 
my experiences with the research data and the “mindset” that it seemed to provoke 
in me contaminate my professional work since I feared that if I were to do so, I would 
risk losing the clients upon whom my livelihood depended. It is also important to 
record that the experience of undertaking my consultancy work provided me with a 
positive counter-balance to what seemed to be the almost exclusively negative 
impact upon me of my research and its data. It is also possible that, in order to 
continue with my consultancy work, I needed to be able to suspend the concerns that 
I had about the negative consequences of organisational change management that 
had first led me to my research topic.
It was while struggling with these unanticipated and extremely uncomfortable 
experiences, which also caused me to have feelings of guilt about having 
“abandoned” the data that had been so generously shared with me by the nine 
directors who are the subjects of my study, that I read Rosenblatt's chapter from 
which I have quoted above. The chapter contains the following passage, which 
captures many of the feelings that I experienced in relation to my research at this 
time:
For me, qualitative research has been a spiritual journey. In some ways 
that has been wonderful. In some ways it has been painful, disquieting, 
identity-disrupting, confusing, frightening, and relationship-rocking.
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Looking back on my good days, I can believe that those difficult feelings 
and experiences have probably been essential to a spiritual 
transformation process that I am glad I have been going through. But 
there were experiences that I would gladly have done without, whatever 
the possibility of transformation that might come with those experiences.
Thus I write this partly as an invitation to a spiritual experience and partly 
as a warning because spirituality is something like nuclear fission in that it 
can provide energy to heat and light your home or make a very big and 
disruptive explosion in your life and leave the debris radioactive for a long 
time.
Rosenblatt ,(2000) p. 113
I believe that one consequence of the events in my life beyond the research was to 
prolong the feeling of depression that contaminated most of what I did during this 
period. This depression continued to have a particularly disturbing impact upon my 
attitudes towards the research data as, each time that I returned to it, I found it 
increasingly difficult to engage with it, since doing so seemed only to accentuate the 
negative feelings that I was already experiencing, without offering anything of the 
positive transformational experience described by Rosenblatt.
To all intents and purposes, therefore, I laid the research aside for approximately two 
years, though I continued to read around the research topic and to develop my ideas 
concerning the impact of driving change on the drivers of such change. I found that 
these ideas had a beneficial impact upon my practice as a consultant. In particular I 
found that I was adopting a much broader, contextually oriented approach to the 
change processes in which I was engaged with my clients’ organisations. I found 
that I was much more likely to explore in greater depth than I had previously, issues 
associated with both the organisational and personal environments within which the 
change process was taking place, rather than regarding these aspects as a given.
In attempting to return to the research and to re-engage with its data, I found a 
suggestion made to me by my supervisor, Dr Paul Tosey, to be particularly helpful. 
This was that I might attempt to write the “stories” of the directors as they appeared 
to me in the aftermath of my own recent experiences, without making direct 
references to the interview transcripts or to my research notes. In other words asking 
myself the question, “What might telling the ‘stories’ from memory and from the 
perspective of my present position, reveal about my own sensemaking processes?” 
Might it not help me to shed a different light on my research experience in its new 
context and upon the processes of sensemaking more generally?
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This idea appealed to me on a number of levels. First, it would provide with me with a 
possible route back into the research that had now eluded me for a period of nearly 
two years. It would also, I hoped, re-energise me and, hopefully, re-connect me with 
the positive aspects of the directors’ experiences with which I seemed to have lost 
contact. Furthermore, It might enable me to regain a sense of the wholeness of the 
research topic, rather than becoming immersed in the details of the particular 
“stories" and in my analysis of specific themes associated within and between each 
one of these. Finally, such an approach had an intrinsic appeal stemming from the 
fact that I had written an introductory profile of each director at the very beginning of 
the research process (as summarised in Chapter 3) and, therefore, prior to having 
gathered a significant amount data. If I were now to write their ‘stories’ at the far end 
of the data collection process, based solely on my personal recollections and 
interpretations of what I had learned and experienced from my conversations with 
them, I would be providing myself with yet another prism through which to consider 
the change drivers’ narratives, when I eventually returned to the transcripts and notes 
of our discussions. This, it seemed to me, might provide an additional and unusual 
perspective on Marshall’s image of, “turning things in the light". Marshall (1995)
So, the nine stories that follow were written without reference to the data transcripts 
or to my research notes. They were told as a storyteller would tell them, from 
memory, supported by notes in my journal and, no doubt, embellished or edited 
according to the message and meaning that the story conveyed to me (whether such 
messages and meanings were experienced consciously or unconsciously).
Once the stories had been told (i.e. written down) from the perspective of the 
researcher as storyteller, I revisited each one with access to the transcripts and 
journal notes, noting how the story deviated from the ‘facts’ of the data. It was my 
hope that such deviations might help me to shed light on the different perspectives 
that emerged from the collected stories on the one hand and, on the other, from my 
analysis of the transcripts and notes of the interviews from which the stories had 
originally emerged over the course of the interviews. While each recollected story 
contains a brief ‘biography’ of one of the directors involved in the research, its focus 
is upon the experiences associated with his involvement in a process of major 
organisational change and the impact that this has had upon him.
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5. (ii) Brent Pelham’s Story in Retrospect
I first met Brent Pelham in 1987 when he was Treasurer to the public authority in 
which he has made his career. I remember being struck by the fact that someone so 
young should occupy such a senior role, since he could only have been in his early 
thirties at that time. But he was quite clearly a ‘high-flyer’, notwithstanding his quiet, 
somewhat unassuming approach.
I met him again several times over the ensuing years and came to know him quite 
well when he and two of his senior colleagues participated in an action learning 
based management development programme that I was conducting with my 
consulting partners on behalf of the authority of which he was Treasurer.
In 1994, Brent was promoted to the position of Chief Executive, which within the 
structure of the authority is a composite role including being the Chief Executive to 
the authority as a whole, lead officer to the various bodies that came under the 
authority’s control and the senior executive representative of the authority to central 
government, to other governments, to the European Union and to international 
bodies such as the OECD, IMF and Commonwealth Parliamentary Association.
Brent’s predecessor in the role had been in post for many years and was a very 
determined and authoritative individual who had shaped this complex role to suit his 
own particular style and priorities. Succeeding him was not only a significant 
promotion for Brent, it was also à major personal challenge to follow in the footsteps 
of such a powerful individual.
I gained the impression that Brent found the transition from Treasurer to Chief 
Executive to be quite stressful. I also gathered that his personal life was very 
challenging at this time. On the occasions that I had met him, he appeared to be 
somewhat ill at ease and to have put on weight. I learned that his marriage had 
broken up and that his life at that time was indeed highly stressful.
However, from my observer’s perspective, these events seemed to mark a turning 
point for Brent, since when I saw him again a few months later, he had lost weight, 
was enthusiastic and relaxed and seemed to be at ease both with himself and in his 
role. I also gathered that he was in a new relationship and was very happy.
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I was struck by Brent’s apparent ability to pull himself back from the brink of what 
some of his colleagues had described to me as imminent personal disaster. It 
seemed as though I had been a bystander during a process, the outcome of which, 
far from being a disaster, had been something of a personal transformation for him.
Two years later, I asked Brent if he would be willing to participate in this study and he 
readily agreed. The changes that he was hoping to drive through the authority were 
many and varied. Some of them were the consequences of political decisions, with 
which he did not necessarily agree but, as he said, this is in the nature of a public 
sector manager’s life. Some of the changes were related to long-term objectives that 
he had inherited from his predecessor. In contrast to these, some other changes 
were planned at Brent’s own instigation.
The authority is unusual among democratically elected bodies in that it involves no 
political parties. Its members are directly elected on a local, constituency based 
system. It has many things in common both with a parish council and with the 
government of a democratic nation state. The community that the authority 
represents has a thriving international, financial services based economy. It conducts 
its economic negotiations directly with the central government, the EU and OECD 
and has many of the functions of a national government, which are conducted 
through a system of more than thirty committees which are made up of elected 
politicians and co-opted members from various walks of life.
Many people (including Brent and his predecessor) believed that the political system 
was becoming grossly overstretched and was urgently in need of significant reform. 
Indeed, some members of the local community had been heard to comment that the 
distance between its political structure and the requirements of a modem economic 
society had now become so great as to render the community ‘ungovernable’. On 
the other hand, others considered that the stability brought to the community by its 
unusual system of government was one of the cornerstones of its economic success.
Brent was one of a group of interested and influential local citizens with a passionate 
commitment to modernising government. However, unlike many of those who 
shared his enthusiasm for change, he favoured an evolutionary approach over a 
more radical one. Others expressed considerable admiration for the reforms carried 
out under the government of Margaret Thatcher and were seeking wholesale change,
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including the privatisation of government owned utilities such as 
Telecommunications, the Post Office and the Electricity Service; the transfer of the 
delivery of some .public services from committee responsibility to arm’s length 
agencies of government, operating under framework agreements and performance 
contracts and, possibly, the introduction of some form of Cabinet Government under 
the leadership of a Chief Minister. Above all, this reforming group was seeking a 
reduction in the number of committees from more than thirty to twelve or less.
Brent’s approach to achieving change along these lines was based on a philosophy 
of gradual erosion of the status quo. It was also based on an approach that was led 
by the existing political process and encouraged, rather than steered, from behind by 
reforming pressure groups. Such an approach was, he felt, the only one open to him 
as the executive head of the authority, in which capacity he was formally excluded 
from engaging personally in political activity.
Over the years of this research project Brent has, been largely instrumental in 
introducing a number of significant changes in the processes of government. These 
have included the development of long term, strategic, policy and resource plans that 
set out the goals and objectives of each committee. These plans are subject to 
debate and ratification by the authority’s elected members. He has overseen the 
privatisation and sale of the public Telecommunications Service and the 
commercialisation of the Post Office and the Electricity Service as companies in 
which the authority is the sole shareholder. He was also largely instrumental in 
setting up a panel to review the authority’s machinery of government and to offer a 
range of options for its future development. This last initiative has led to an 
agreement by the authority to a programme of political and structural reform that will 
transform its shape and structure by the spring of 2004. Simultaneously, Brent has 
re-focussed the structure and functioning of his own department, differentiating its 
representational and external influencing roles from those of the Treasury together 
with and from roles concerned with policy development and the delivery of services, 
such as the collection and publication of government economic and statistical 
information, property management, information and communications technology and 
technical services. These last have been placed under the direction of a new post of 
Chief Officer of Operations leaving Brent free to concentrate to a great extent on 
strategic matters associated with the radical changes planned in the machinery of 
government and with external relations issues.
162
Change Drivers
While steering these changes through the authority, Brent’s own role has been 
changed by external events that were totally beyond his control.
For example, in 1999 the Home Office, the central government department 
responsible for relations with authorities such as Brent’s, commissioned a review of 
their financial services industries. This appeared to be a response to increasing 
international concerns regarding allegations of unfair tax practices, and money 
laundering in various “tax havens” around the world. The Home Office Review Team 
was particularly concerned with the efficacy of the regulatory mechanisms employed 
by the authorities, including Brent’s own, to oversee the financial services businesses 
operating within their jurisdiction. During the review, Brent was concerned with all 
levels of its operation, with relations with the Home Office, with managing the public 
relations issues that it raised with local politicians, central government, the finance 
industry and the local community, while maintaining links with other authorities that 
were also the subject of review.
The review largely gave the authority’s finance industry and its regulators a “clean bill 
of health”. It did, however, suggest that it was inappropriate for its Financial Services 
Commission both to regulate the industry and to promote it to prospective customers. 
Therefore, it recommended that these functions should be clearly separated from the 
promotional aspects, which should be returned to the authority. For a while, the 
exercise of these responsibilities fell to Brent who found that, while he enjoyed them, 
they encroached more and more upon his already over-crowded diary.
Moreover, the Home Office Review was followed by negotiations on taxation matters 
with the O.E.C.D., the U.S. government and the European Union. Brent found 
himself required to take the leading executive role in these negotiations as part of a 
team that involved, in addition to Brent himself, two other senior officers (specialists 
in legal and taxation matters) and a number of senior politicians. During these 
negotiations Brent travelled frequently to London, Brussels, Paris and occasionally to 
Washington. Again Brent found that he enjoyed the role of international negotiator 
and also discovered that he was good at it, as was demonstrated by the steady 
stream of successful outcomes achieved by him and his colleagues. But these 
successes were increasingly gained at the expense of his other roles. He found 
himself unable to give the level of attention to his job as Chief Executive that both he 
and his managers felt was needed. His role as overall head of the authority also
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suffered as his local visibility steadily diminished during his frequent and sometimes 
lengthy absences abroad.
I completed my interviews with Brent in February 2000. The panel reviewing the 
machinery of government reported in late 2000, proposing a range of reforms to the 
structure and processes of the authority. After a lengthy period of consultation, the 
authority’s members debated a number of specific proposals and put forward a plan 
for a change programme that was to be led by Brent. It was now abundantly clear 
that he had become so significantly overloaded, that either he or his job was likely to 
suffer (and probably both). This was one of the reasons that he had established the 
role of Chief Officer Operations reporting to him in his capacity as Chief Executive to 
the authority. He also established an Organisational Transition and Change 
Management Planning Executive, a group of five chief officers supported by a full­
time senior executive to plan and implement the changes to the structure of 
government.
Although these changes were all personally demanding and cumulative, placing 
considerable pressure on Brent, he seemed to thrive on them. For example, gaining 
political approval for some of the changes that he wished to make, was itself a 
lengthy and frequently frustrating process, which sometimes made Brent quite angry. 
But at no time did he seem to be showing the outward signs of stress and exhaustion 
that had been apparent when he had first taken up his job some eight years 
previously.
His whole approach to managing the process of change appeared to be based upon 
the premise that change was inevitable. The drivers of change were, recognition that 
the authority’s political processes and supporting organisational structures could no 
longer cope with the demands that the economy and society were placing upon them 
and from a series of significant changes within the global political system of which the 
authority forms a very small part. Brent saw his change-driving role as one that was 
both evolutionary and incremental, involving him in guiding the authority along a river 
of change that had been flowing for many years. While the rate and direction of the 
flow may have changed, it remained essentially the same river. Brent’s role was to 
ensure that the authority developed in a manner that was consistent with the general 
direction of that flow.
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5. (iii) Carlton Rode’s Story in Retrospect
I first became aware of Carlton Rode as high profile company director in the late 
1970’s when, during a lengthy period of severe industrial unrest, his name started to 
appear in the news, both in the press and on TV. He came to prominence as a 
“Young Turk” who had had the courage to take on one of the most militant of the 
leaders of the unofficial strikes that were bringing one of Britain’s major industrial 
employers to its knees. Initially, the stories had concerned Carlton’s firebrand of a 
Managing Director who had been brought into the company with the specific brief of 
rescuing this faded jewel in Britain’s industrial crown from industrial sabotage and 
commercial ruin.
At the time of the Managing Director’s arrival, Carlton was an industrial relations 
officer in his early thirties who had earned a reputation for being tough, but also as 
being someone who spoke the same language as the factory workers and the unions 
that represented them. Unlike many of his colleagues in “the management” Carlton 
was quite at home on the shop floor. His father had been a railwayman and, I 
believe, an active trade unionist. Somehow, despite his role as a manager and 
representative of the employer, the shop floor still seemed to acknowledge that, 
“deep-down, ” Carlton remained, “one of us”.
The rescue efforts of the Managing Director and his team seemed to be progressing 
well. Agreement had been reached on pay, together with a no-strike deal with the 
major unions. But . a militant group in one of the company’s biggest factories 
denounced the agreement as a betrayal and called the plant out on strike. The 
factory’s output was halted and the Managing Director indicated that unless the 
agreement was honoured, the plant would be closed, for good. The face-off was in 
the national news headlines and neither the leader of the militants nor the Managing 
Director appeared to be willing to back down.
Meanwhile, and very much behind the scenes, it appeared that Carlton was quietly 
negotiating unofficially with some of the strikers and, bit by bit, the support for the 
militant group and its leader began to wither away. Eventually, there was a 
showdown and the leader of the militants suspended all negotiations unilaterally and 
called the factory out on strike. After a token walk-out, the strike rapidly collapsed 
and with it the ascendancy of the militant leader.
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News of Carlton’s role in ending the deadlock emerged and he became the hero of 
the day. Shortly afterwards, the company’s Director of Industrial Relations left the 
company to take up a government advisory role and Carlton was appointed as the 
youngest Industrial Relations Director to sit on a main board in the country. For a 
while he remained a high profile figure in industry and returned to prominence after 
being shot by the IRA while making a speech at a conference in Northern Ireland. He 
recovered fully from the after effects of the attack. But, shortly afterwards decided 
that it was in his interests to move on. With the agreement of the Board, he left the 
company with its sponsorship for him to pursue the General Management 
Programme at the Harvard Business School, which he did. Following the programme, 
Carlton took a long break with his wife and young family. He then disappeared from 
public view.
I met Carlton some eight or nine years later when he was a director of another major 
manufacturing and engineering group. He and a number of his fellow directors, 
including the Chairman and Chief Executive, agreed to take part in the Developing 
Directors research programme in which I was engaged with Alan Mumford and Don 
Stradling (1990).
Carlton, was a particularly helpful and enthusiastic participant in the research and I 
came to know him quite well. Sometime after this piece of research had been 
completed and published, Carlton was appointed to the Board of one of the major 
Banks in the City of London. Shortly afterwards he telephoned me and asked me to 
meet with one of his fellow directors as he thought that there might be a potential 
project to which I might be able to offer some help. I went on to carry out a number of 
assignments with the Bank and was struck by the fact that while Carlton organised 
the introductions between me and his fellow directors, he never played any part in 
the subsequent negotiations and decision making. It was up to me to make my mark 
with his colleagues. I learned at this time that Carlton was becoming increasingly 
involved in national bodies such as Pay Review Boards as an independent member. 
He commented that he was increasingly drawn to the idea of doing something as a 
public service rather than remaining a director of a pic. While he enjoyed his role as a 
director of a major business organisation he felt the need to do something that he 
could sense was worthwhile within a broader social context.
I was not surprised to learn a year or so later that Carlton had taken up the position 
of Director General of a major professional organisation. I had heard that the
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organisation had “lost its way" It was losing members and its income levels were 
haemorrhaging dangerously. Things had appeared to have reached such a parlous 
state that rumours were circulating that the organisation was on the brink of 
bankruptcy.
When I met Carlton to invite him to participate in the current research he responded 
positively, saying that he would find it useful to reflect on and talk through the 
changes that he saw as being necessary to the organisation’s long-term survival.
I asked him how he and his family had dealt with the issue of the significantly 
reduced income that was a consequence of his having moved from the banking to 
the voluntary sector. His response was that his time in industry had served him well. 
His children were headed towards university and he had never been one for the 
extravagant lifestyle. He loved his house in the country on the banks of the Thames. 
He had always maintained his weekends as being sacrosanct for him and his family. 
He said that he had a good social life in the village in which he lived, far removed 
from his work and career. When they could, he and his wife tended to take short 
breaks, going on walking holidays rather than jetting off to exotic far away places. So 
while he obviously noticed the fact that his income was lower, his way of life had 
changed very little. He also quite clearly enjoyed being in the public eye once again.
From the perspective of his role as a change driver, he found some major 
differences. He had been, for some twenty years, a director of international business 
organisations that employed many thousands of people. Now he was the Chief 
Executive of an organisation that employed just over one hundred, most of whom 
were female, who lived locally to the organisation and tended to be long serving 
employees.
He acknowledged with some degree of relish that his change management style was 
now somewhat different from that which he had employed in the past.
He had been in post for just over a year when I began the series of discussions with 
him that form the data base for my present research. He indicated to me that he saw 
the change process as part of a project that would occupy for him for up to three 
years, when it would be time for him to move on again.
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Each time I met him he impressed me with his energy and enthusiasm, as he 
described the issues that pre-occupied him. These fell into three broad groups, 
strategic, operational and interpersonal. The strategic goals that he had set himself 
and agreed with his Board were concerned with, “stopping the rot, restoring income 
and membership levels and then enabling the organisation to develop into the 
leading body of its kind in the world. ” He described these aims in terms that 
conveyed the impression that though they were ambitious they were perfectly 
reasonable. At the operational level a total review of the organisation's processes 
and systems was required, “root and branch”. While he would need expert help in 
these areas, he had appointed, mainly from within the organisation, project and 
programme managers with whom he had agreed the broad objectives of the change. 
It was then up to them to find the professional or consultancy help that they required 
within the budgetary constraints that he had laid down. He recognised that some of 
them would probably make major errors and might not even be able, “to hack it”. But 
he saw himself as a resource facilitating change, a back-stop rather than as a 
change driver. He also commented that he was passionate that the organisation 
should be seen to be “living its values”. But he was aghast at those organisations that 
hired consultants to tell them what their values ought to be and then published them 
in order to hang them in their reception areas. He also commented that he was 
deeply suspicious of mission statements. He felt that his role was to spell out the 
aims and goals of the organisation and reinforce its values by living them in every 
single thing that he and his fellow managers did. It was likely that not everyone 
would sign up to them. That was a good thing, because they ought to be challenged 
and questioned every now and then. Those who really did not subscribe to the vision 
of the organisation that he had shared with the members and staff would eventually 
sign up to them or go away, because there was no future for anyone to remain in an 
environment that they did not enjoy. Some people who were unhappy might feel 
unable to move on, either because of inertia or personal circumstance. It was his 
hope that he would be able to identify them and that between them they would be 
able to find a solution to their unhappiness that was acceptable to all parties.
The third area of Carlton’s concern was related to that just described. In a small 
organisation with a large number of long serving employees, conflicts between 
members of staff were bound to arise that to the outsider would seem trivial. This had 
been Carlton’s own initial reaction but he had come to realise that such issues could 
fundamentally damage the organisation unless they were addressed. They were 
chronic problems that were likely to fester for year after year, diverting vital resources
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that were crucial to the change process. Unless they were addressed! they would 
sap the organisation’s energies to an extent that its very survival< might be in 
jeopardy. He found himself increasingly involved in a mediating, mentoring or 
counselling role in relation to staff members at all levels in the organisation. 
Somewhat to his surprise, I think, he had found that not only did he enjoy this aspect 
of his role, it kept him in touch with the whole organisation and sensitised him to its 
moods, sensitivities and areas of vulnerability. He did not appear to find it at all 
strange that he should be including this in his portfolio of Chief Executive 
responsibilities.
5. (iv) Bowers Gifford’s Story in Retrospect
I first met Bowers Gifford when I was doing work on assessment centres for one of 
his senior managers. At the time, Bowers was the Personnel Director for a division of 
a major manufacturing company that dominated its particular market. So great was 
its dominance that a few years previously it had had seemed likely that the company 
would be investigated by the Monopolies and Mergers Commission as potentially 
restricting fair competition. In fact this had not happened, although “expressions of 
concern” had emerged from the Department of Trade and Industry. This was 
probably just as well because shortly afterwards a major change in technology meant 
that the company’s core products became substitutable by plastic alternatives that 
could be produced a great deal more cheaply. Then the market itself changed with 
the result that the plastic alternative came to be regarded as more desirable as well 
as being cheaper.
Bowers was at the heart of the company’s rescue plans, having been with the 
company for many years since having joined them as a management trainee after 
graduating from Cambridge in the nineteen-sixties. The Company’s change plans 
had resulted in the replacement of the Chairman and Chief Executive and the 
appointment of successors with very different managerial and leadership styles. 
While their predecessors had been managers in the, “command and control” 
tradition, their successors saw themselves as liberators of talent and quickly 
demolished the old authority structures, replacing them with performance goals and 
loose-tight” controls or with what they described as, “freedoms within clearly 
prescribed boundaries”. They also removed the managerial responsibilities 
previously held by the main board directors. They were there, they argued, to give
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broad direction and to ensure that managers remained on track. They were not there 
to “over-manage” the managers. Some of the other directors responded very 
positively to this change in style and approach. Others found the absence of a 
“hands-on, doing” role uncomfortable.
As part of this change Bowers became Personnel Director of the whole Group, 
though without the seat on the Board that his predecessor had occupied. His was, 
therefore, an active, executive role unlike those of his, main-board, colleagues. He 
worked on a succession of change programmes with access to some of the major 
academic, business school “names” in organisation design and strategic 
management.
Despite all their efforts, the new team and their advisors were unable to turn the 
business around swiftly enough to catch up with the market and technological 
developments that were the principle drivers of the change process upon which they 
were embarked.
The City seemed stunned by the boldness of the board’s next step. Which was to 
sell the core business to their chief European competitor, a major French 
manufacturer, while retaining a few profitable subsidiaries and investing in these and 
further acquisitions under a new corporate name.
Bowers remained with the core business and its new owners, taking on responsibility 
for the Human Resource Management Function in the U.K. as joint HR Director with 
his French counterpart. The Chief Executive of the combined company was French 
and a charismatic individual, with a passionate commitment to forging a new, 
European culture for the new company. Bowers joined in a top management, 
“transformation” programme that involved him and his colleagues in an orienteering 
programme in the Jordanian Desert, culminating in a conference led by the Chief 
Executive. The purpose of the conference was to, “draw à line in the sand,” to mark 
the phoenix-like rebirth of the new, European entity from the ashes of its British and 
French ancestors.
He held the position for two or three years before concluding with some reluctance 
that the combined roles did not work and that neither had the Chief Executive’s 
dream of building a company with a pan-European culture. This failure was 
notwithstanding the assistance of experts on organisations and the impact upon them
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of national cultures, such as Trompenaars and Hampden-Turner (1997) and 
Hofstede (1991). The two halves of the company remained determinedly French and 
English. He learned that he and his French counterpart had fundamentally different 
views as to what constituted fairness, in relation to expatriate compensation 
packages, for example. The English view was that fairness was indicated by the 
company’s ability and willingness to offer a standard compensation package related 
to the employee’s status and grade and its equivalent for an expatriate in the host 
country. The French view was that fairness related solely to the circumstances of the 
particular individual (his marital status, number of children, home country 
commitments etc.). Under this perception each package should be uniquely 
determined by the individual’s manager, who was clearly in the best position to 
determine the employee’s needs. Bowers, however, considered this approach to be 
paternalistic and liable to abuse. His French colleague, in contrast, regarded the 
British alternative as inflexible, insensitive and bureaucratic.
Eventually and with some reluctance, Bowers decided that it was time to move on 
again. He consulted with one of the directors of the now renamed U.K. company and 
learned that there was a vacancy for a Human Resources Director in a British 
transportation group. He applied for and duly obtained the post.
His appointment coincided with the arrival of a new Finance Director with whom 
Bowers found he had much in common. Neither had been in post very long when 
they came across what appeared to be evidence of malpractice by fellow members of 
the Board including the Chairman and the Managing Director. Bowers and his 
colleague had never been placed in such a position before. They were faced with 
choices that included, “blowing the whistle”, resigning or turning a blind eye to what 
they believed to be wrong. Neither of them could contemplate the latter choice, nor 
did they feel that they could simply resign and walk away. So they chose the role of 
whistle blowers, which they performed at the next board meeting. Inevitably there 
was uproar at the Board meeting but, after a vote, the Chairman and Chief Executive 
were suspended and eventually fired. When this news became public, the 
company’s share price collapsed and the Stock Exchange suspended trading in 
them. A consortium of banks was invited to mount a rescue attempt by the 
shareholders, the share price having “fallen through the floor”.
The banks appointed a well-known “Company Doctor” to restore confidence in the 
company and, on news of his appointment, Bowers and the Finance Director offered
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their resignations in order to give the new man a clean sweep. However, the 
“Company Doctor” refused to accept their resignations, saying that unless they 
remained he could not take up his appointment since he believed that their 
resignations would undermine what little confidence remained in the company on the 
part of the City, therefore, making his own task impossible.
Bowers said that he felt that he was between the devil and the deep blue sea. In 
effect he was trapped He could not resign and had no means of knowing whether or 
not the “Company Doctor” could succeed. Furthermore, the company could offer 
them no guarantees that it would be able to honour their contracts, so dire was its 
financial situation (unlike the “Company Doctor” who was being paid by the banks).
Despite all these drawbacks, Bowers and the Finance Director remained in their 
posts for a further eighteen months or so, working alongside the “Company Doctor”, 
who’s style and methods Bowers found personally abhorrent. Eventually, however, 
the company was saved, its share price recovered, a new Managing Director was 
found and Bowers was able to leave with a generous settlement from the new board 
in recognition of his contribution to the company’s s.urvival and recovery.
Now in his mid-fifties, Bowers was not sure what he wanted to do. He was financially 
secure and did not really need to work, at least not for money. He tried his hand at 
consultancy and trained with Fons Trompenaars, the expert in cross-cultural 
organisational behaviour whom he had met while he was working in the Anglo- 
French merged company. His thinking was that he would like to explore further the 
areas of cross-cultural organisational issues that he had encountered in the 
company’s European experiment. While he found this work fascinating he also 
discovered that he missed the rough and tumble of organisational life. So, when the 
opportunity to join another major British manufacturing company as its Director of 
Human Resources with a seat on the Board, he took it.
Once again he found himself in an “interesting” position. The Chairman and the 
Managing Director did not get on. They occupied the top floor of an impressive office 
block in London’s West-End. The Chairman had the office at one end of the corridor 
and the Managing Director at the other. Bowers found himself quite literally placed in 
the middle. Increasingly the Chairman and the Managing Director communicated 
with one another through Bowers. Although he found this situation childish and quite 
obviously bad for the business he also found it fascinating. He also discovered that,
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probably as a consequence of what he had learned at his two previous companies, 
he had no qualms about telling things as, in his view, they were. He considered that 
if those receiving his messages did not like what they heard, he could always resign 
or they could fire him. He was not prepared to compromise his integrity and also saw 
quite quickly that his honesty and straight talking were highly valued. Eventually, the 
Chairman retired and his successor appointed a new Managing Director who, with 
Bowers and the Finance Director, was charged with revitalising the company, which 
had been severely damaged by the recession of the early nineteen nineties. The 
new Managing Director had made his name in the eighties when his company had 
been at the centre of a major political storm that had cost two Cabinet Ministers their 
posts. The Managing Director had emerged totally unscathed from this episode, 
which it seemed to Bowers, had given him the impression that he could walk on 
water. The new team of directors embarked upon the change programme with 
enthusiasm and took some radical and imaginative steps. But Bowers found that the 
ego needs of the Managing Director quite frequently outweighed his common sense. 
Some of the decisions that he proposed to make (frequently without consulting his 
fellow board members), Bowers thought were positively dangerous. More and more 
often he found himself indicating that, while it was the prerogative of the Managing 
Director to make a particular decision, if he did so he would take it unaccompanied 
by Bowers. He only once offered his resignation, but nevertheless made it quite 
clear that there were lines that he was simply unwilling to cross. It should be pointed 
out that unlike the situation in his previous company, there was no suggestion of 
impropriety in the Managing Director’s action proposals, merely folly, in Bowers’ view. 
Increasingly he found himself being used as a sounding board by the Managing 
Director on issues that went well beyond his HR Director’s brief. He enjoyed this 
role, though it was not what he had envisaged when he joined the company and 
frequently put him “on the edge”, in the sense that he felt he was dealing with issues 
of ethical as opposed to business judgements.
In a move that strongly echoed his experiences in his original company, it was 
decided to sell off a major part of the company’s traditional core business in order to 
enable it to concentrate on the new growth areas in its portfolio, which would need 
significant injections of cash if they were to realise their full potential.
When the sale was successfully realised, Bowers discovered that he and the 
Managing Director had totally different perspectives on what the impact of the 
changes they had wrought would be on their personal situations. The Managing
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Director anticipated that he would be rewarded with the Chairmanship of the 
company. While Bowers had assumed that now that the Group was considerably 
smaller in size, and given that its divisions each had its own highly effective 
management teams, his services would no longer be required.
The Managing Director was devastated to discover that the Chairman had no 
intention of retiring and that he had effectively made himself redundant. Bowers 
commented that, even though they had worked so closely together in managing the 
change, he was surprised that they had come to totally different understandings of its 
relevance for themselves. Just as the cultural differences between him and his 
French colleague had been revealed by their different approaches to the 
compensation and benefits packages for expatriates, so those between Bowers and 
the Managing Director were revealed by their very different responses to the 
conclusion of the change process on which they had worked so closely together.
The Managing Director indicated to Bowers that what he found most difficult about 
his situation (apart from the shock of the self-revelation) was that he didn't know what 
he was going to say to his wife, to whom he had said that he was to become 
Chairman and that this was likely to be followed shortly by a New Year’s Honour, 
perhaps a knighthood and possibly even a peerage. Bowers found himself 
staggered by what he saw as the naivety of this otherwise brilliant man.
After he left the company in what he saw as the capable hands of his successors, 
Bowers said that he found himself saddened by the experiences of the Managing 
Director and by his own reactions to those experiences. They continued to disturb 
him for some time afterwards.
He returned to consulting work and obtained an organisational advisory contract with 
one of the major recruitment and head-hunting partnerships. After a few months he 
was invited to join the partnership as its Human Resources Director. He declined the 
invitation on a permanent basis but agreed to accept the position on an annual, 
renewable contract. He found that he was much more comfortable in confronting the 
major issues and problems that inevitably arise in multinational organisations from 
the position of being in the organisation but not being a part of it. For example, the 
success of partners in the business that he had joined is measured by their billing 
rate rather than by their effectiveness in leading and managing the practice. Bowers 
felt that he could address these issues much more effectively from a position of semi­
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independence. In effect he had become an internal change agent with the 
organisation that employed him, enjoying the vibrancy of organisational life without 
feeling beholden to the organisation to the extent that his judgement might risk being 
compromised, for example, by a requirement to toe the “party line”. He says that he 
enjoys being his “own man” and believes that it is by remaining so that he adds value 
to the organisations for which he works.
Bowers, it seems to me, is someone who is firmly grounded in what he believes and 
who operates within the boundaries of those beliefs. While he has been confronted 
by a number of major crises and challenges, he has actively learned from them while 
not compromising his personal values and beliefs and clearly remaining 
fundamentally true to himself.
5. (v) Guiting Power’s Story in Retrospect
Guiting Power had spent much of his career in one company when I first met him two 
or three years before the beginning of this study. He is a tall, imposing person with a 
firm handshake and struck me as being very much the businessman. His career had 
progressed steadily over the past twenty years and he was now European Vice 
President of a major, international consumer goods company. “Europe” was quite 
widely interpreted by the company and took in parts of Africa and the Middle East, 
together with a number of the near eastern republics of the former Soviet Union. On 
the day that I first met him (some time before the present research commenced), he 
described a major change programme that he had been directed to introduce within 
his operations. The programme was linked to a “values” exercise that had been 
initiated by the company’s American President and which was supported/managed 
by a firm of U.S. management consultants. Guiting commented that he thought that 
the values to which he was being asked to subscribe were admirable in themselves 
but bore little relationship to the values in terms of which the company actually 
operated. While the values laid down by the management consultants, after an 
extensive survey of the attitudes of senior management, emphasised customer 
focus, team working and respect for the individual, Guiting considered that in reality 
what the company valued most was delivering profit, meeting targets, contributing to 
increased shareholder value and the ‘performance of the bottom line’. “If I deliver 
against these things I’m a hero. If I fail, I am out. It is simple as that”. I perceived this
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to be a succinct and powerful illustration of Argyris* (1977) model of an organisation’s 
espoused theories and its theories-in-use, in action.
Guiting commented that trying to balance the demands of the two sets of values was 
proving to be very difficult for him because, in many ways, they were fundamentally 
in conflict with one another. He said that he thought that the programme was putting 
him and his co-directors and managers under a great deal of pressure to behave in 
ways that the company admired but did not adopt. He asked me if I thought that he, 
personally, appeared to be under great stress. I was somewhat taken aback by the 
forthrightness of his question and answered; I think truthfully, that he did not appear 
to be particularly under stress (at least not any more so than other directors operating 
at his organisational level that I had encountered). But I added that I thought that he 
and his management colleagues did strike me as appearing to be very tired. This 
was, indeed the case. I too felt tired after I had met with them. Although I was 
enthusiastic and interested in working with them, I found that, after a day spent in 
their company, I came away feeling drained.
Some months later, I heard that Guiting had been unwell and away from work for 
several weeks suffering from what was described as a virus complaint. He returned 
to work but shortly afterwards I heard that he had, “missed his targets,” and that after 
more than twenty years with the company, most of them at a very senior level, he 
had been dismissed.
I contacted him with some apprehension when I commenced this research. His 
experiences with his former company and his spontaneous comments about the 
incompatibility between the company’s “espoused” and “operational” values 
suggested to me that he would be a very interesting and valuable participant in the 
research process. Furthermore, I had learned that he was embarking on a new and 
challenging venture involving the acquisition and re-branding of a chain of “up­
market” restaurants, in partnership with a group of other experienced directors and 
entrepreneurs. This too suggested to me that Guiting would be able to provide 
valuable and interesting inputs to the research. On the other hand he had recently 
experienced serious health problems, had lost his very senior position in the 
company to which he had devoted a very significant portion of his working life and 
might not have appreciated my invitation at this particular time.
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So I was greatly relieved when Guiting accepted my invitation with interest and some 
enthusiasm.
My preliminary research meeting with Guiting took place in one of the restaurants 
owned by the new partnership formed by him and his group of colleagues. These 
included the former Finance Director from his previous company, who had “fallen 
from grace” at the same time as had he. Each of the partners had made significant, 
though not equal, investments in the new business that brought together a number of 
existing restaurants that had previously been independently owned and run. The 
partners had many years’ successful business, marketing and financial management 
experience behind them. In addition they included a renowned chef-restaurateur, 
who was to lend his name to the brand under which the partnership was to trade, 
together with a well-known writer and commentator on the fashionable dining scene.
Guiting described all this to me with interest, humour and enthusiasm as we enjoyed 
our lunch in one of the partnership’s French restaurants in Chelsea. He explained 
that while he sincerely believed that the group had a winning formula and would 
succeed, his recent experiences had demonstrated to him that there are absolutely 
no certainties in business life. He had invested a substantial amount of his own 
capital in the new venture and fully appreciated that by doing so he was taking a 
calculated gamble that carried some significant risks both for him and for his family. 
He acknowledged that the partnership might seem to be something of a bizarre 
combination of people. While the formula might be a winner, the partnership itself 
contained members (including himself) with very strong convictions about how things 
should be done, together with equally strong individual egos. He acknowledged that 
although the group contained, “some prodigious talent”, it also contained some 
“powerfully centrifugal forces”.
At a later meeting he described some of the significant differences that he had 
observed between his new business in comparison with that which he had recently 
left. He was particularly struck by the immediacy of restaurant life. Decisions were 
not only required instantaneously, they were also taken by people in highly diverse 
roles and at every organisational level. He commented that there was no mistaking 
the fact that the customer really was “king” in a restaurant. The difference between a 
positive and a negative customer experience could be determined in a moment and 
was usually experienced publicly. He also commented on the fact that there were
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two particularly significant groups of customers that were especially crucial to a 
restaurant’s success. The first of these were particularly important in the early days. 
This group was made up of experimenting, casual diners. These were so important 
because it was they who would spread the word, positively or negatively, about the 
restaurant and the experience that it provided. A significant proportion of these 
needed to be “converted” into committed, regular customers who would guarantee a 
minimum cash flow.
These regular customers formed the second group that had to be nurtured and 
pampered, as much by the ambience of the restaurant as by the food that it served. It 
helped, said Guiting, if this group were to include a number of celebrities.
Guiting warmed to the themes of our conversation and described how fascinated he 
had become by the contrast between his experiences in the partnership and those 
that he had had within a large, multinational company. I too found myself becoming 
increasingly fascinated by the difference in his demeanour and attitude, as compared 
with our conversation some years previously when Guiting had described to me the 
impact upon him of the requirements that he had been asked to meet from his 
previous company’s “values” programme. Both circumstances had meant that he 
had had to make some radical adjustments to his managerial approach. But, while 
he had experienced the multinational’s change programme as personally threatening, 
the changes that he was experiencing as a member of the partnership appeared to 
him to be intriguing, enlightening and to offer him a personal opportunity that was 
highly motivating. At the same time, he appeared to be quite comfortable when 
acknowledging the centrifugal forces that existed between himself and his partners. 
Taken together these dynamics and the “real-time” decision-making that he seemed 
to find so fascinating represented a significantly high risk at a personal level. Guiting 
recognised this, commenting with a chuckle, “Oh! Of course I know that this is all a 
huge gamble”. But the underlying tone of his comments suggested that he was 
finding his new way of working to be a great deal of fun and, almost certainly, 
personally liberating.
I met with Guiting on three more occasions during the course of the research. At the 
first of these meetings he described to me how “the gamble” had not paid off. The 
centrifugal forces that he had described as existing between the partners had proved 
very difficult to contain. For example, his former colleague, the Finance Director, 
considered the entrepreneurial members of the partnership to be ill-disciplined to the
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point that he had suggested that they were irresponsible, particularly through their 
penchant for regularly demonstrating their belief that to make money it was 
necessary to spend it. The “celebrity chef’ had proved to be capable of living up to 
the reputation of a celebrity’s needs for attention and capacity for tantrums.
The partnership’s bankers had begun to lose confidence and had suggested that 
they were preparing to withdraw their support.
I was surprised at the apparent equanimity with which Guiting described his 
experiences, particularly given his references to stress at our first meeting. But, on 
reflection, it appeared to me that it was in precisely such situations that his large, 
multinational company experience came into its own. Despite his significant personal 
investment in the partnership, which was now at very great risk, Guiting seemed to 
be thriving on a crisis that required his knowledge, experience and cool head to 
overcome. He seemed to relish playing the situation as some kind of strategic game 
that he was determined, if not to win, then at least to ensure that he achieved a 
satisfactory outcome.
Such an outcome was indeed achieved. The partners sold their interests in the 
business to a large American hotel and leisure group that was looking for 
opportunities to expand in Europe. Guiting was able to negotiate with the board of 
the group as a respected “equal”, speaking their language (something that, I imagine, 
his colleagues would have found challenging). He did not disclose the details of the 
financial arrangements associated with the sale of the partnership but I understood 
that his personal investment was secured and that he also remained as a consultant 
to the new owners. This role was something that he seemed to enjoy, not least 
because it enabled him to explore further the “real-time” decision processes that he 
had found so intriguing on first making the move from a multinational business to the 
partnership
My final meeting with Guiting found him approaching the end of his consultancy 
commitment to the partnership’s former business. He was more reflective than he 
had been during our earlier meetings and was interested to explore, at my 
suggestion, the learning that he had taken from all his experiences, his 
interpretations of them and the impact upon him that they had had. He talked at 
some length about his family and his need to acknowledge the sacrifices that they 
had made on his behalf. To be sure they had benefited from his large income and
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from the corporate life-style that went with his international director’s position. But he 
said that for most of his working life he had been narrowly focussed upon the 
“corporate career ladder"’. He had been absolutely determined to get to the top and 
had perceived each promotion that he had achieved as being simply a stepping- 
stone on the way to the next one on his career journey. While he had enjoyed the 
rewards that had come with his success, he considered that they had figured more 
significantly as indicators of the progress that he was making than they had as the 
fruits of his success to be enjoyed in the here and now. It also seemed to me that he 
had seen the company within which he had spent over twenty years of his working 
life as a rational system that could be engineered, managed and ultimately 
controlled.
Guiting’s experiences following the changes at the multinational consumer group 
seemed to have led to a radical shift in his perceptions. While he had always 
appreciated that organisations are political systems, he now felt that the focus of 
organisational politics was, at any one time, relatively random. He also observed that 
his own attempts to make sense of the random aspects of his experiences had not 
been entirely rational. For example, he now concluded that whatever he had done in 
his original company, he would never have realised his ambition “to get to the top" 
because “the top" had never been open to him as, “a Brit within a U.S. multinational". 
Perhaps it would have been different if he had been domiciled in the USA, but he 
seriously doubted that it would.
However, Guiting had also told me during a previous meeting that he had been 
offered the role of Chief Executive Officer of another U.S. corporation after his 
unplanned departure from the company within which he had built his career. He had 
turned the offer down, even though it was a job “at the top", based in the USA and 
within the industry that he knew so well. I reminded him of this and he replied that 
the impact upon him of his departure from his long-term employer had caused him to 
completely re-appraise his life goals. In consequence, despite the fact that the role 
that was on offer was one to which he had aspired throughout his working life, he 
now saw it in a very different light from the way that he had viewed it at his former 
company. The decision not to accept this particular job had been a joint one, made 
by him and his wife. The factors in their decision-making had concerned their lives 
together, their children and their quality of life. He said that he wasn’t suggesting for 
a moment that these issues had not had significance for him in the past, merely that 
their position in a matrix of priorities had now changed. As a result, his decision had
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focussed on issues concerned with where he and his family wished to live, how they 
wished to spend their time, who they were and who they wished to become and only 
then with how they, wished to derive their income. He said, by way of illustrating his 
point that if he had accepted the offer, he and his family would have had to move to 
the USA. His children would have attended American schools and, in all probability 
gone on to attend American universities. Right now they did not want to leave 
England. If he had accepted the offer, almost certainly at some time in the future, 
they would not wish to leave the USA. He no longer considered that his personal 
career goals were sufficiently important to him, and certainly not to his family, as to 
make it worthwhile inflicting such choices upon them. Besides he was now happy 
with the situation in which he found himself.
5. (vi) Acton Trussell’s Story in Retrospect
In the mid nineteen-eighties, I acted as set advisor to a group of MBA students 
participating in an eighteen month action learning programme. One of these 
students was Acton Trussell, an ambitious chartered accountant who, at the time, 
was the Financial Controller of the U.K. marketing and distribution arm of a multi­
national fast moving consumer goods company. Acton was a very hard working and 
highly committed manager, yet he managed to undertake his role and the demands 
placed upon him by the MBA programme without appearing to experience much 
difficulty. Though he did observe that these demands coupled with his passion for 
playing cricket during summer weekends was placing a considerable strain on his 
family life. He was married with two young daughters at this time.
When it came to the dissertation that was the final requirement of his MBA, however, 
he said that he found the pressures upon him to be excessive and contemplated 
abandoning the degree programme altogether. But with encouragement and support 
from his employer and from the business school with which he was studying, Acton 
finally completed his dissertation, a consideration of the resources and organisational 
capability of his company to meet the changing product requirements of British 
supermarket and multiple grocery chains. He had deliberately elected to tackle a 
topic that was outside his normal area of responsibility and expertise in order to 
broaden his knowledge and experience and prepare him for the general manager’s 
role to which he eagerly aspired. One of his stated motives in undertaking the MBA 
had been to broaden his knowledge and experience because, as he said, “I do not
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intend to remain a finance manager all my life.” In Mumford, Honey and Robinson’s 
(1990) terms, Acton’s personal strategy could be considered an example of both 
prospective and opportunistic learning.
Acton gained his MBA in 1985 and he and I met each year thereafter at a dinner with 
the members of the action learning set in which he had participated.
Ten years later, Acton had all but achieved his objective. He was Finance Director of 
the U.S. parent company’s Western European, Middle Eastern and African 
Operations. While he hadn’t yet made the transition to general management, his 
boss, the European Vice President, the Marketing Director and Acton between them 
effectively provided the strategic management of the multi-million dollar European, 
Middle Eastern and African businesses of the company.
In 1995 the company decided to enter the new market economies of Eastern Europe. 
This required the establishment of subsidiaries in Russia, the Czech Republic, 
Slovakia, Hungary and, later, the Ukraine, Kazakhstan and the other republics of the 
former Soviet Union. Initially the new venture was set up as a project requiring the 
identification of partner businesses in the various Eastern European countries that, if 
successful, could be nurtured into becoming fully fledged subsidiary companies. 
Acton’s experience in Western Europe fitted him well for overseeing the project, while 
maintaining his position as Finance Director for Western Europe. Within twelve to 
eighteen months a number of fledgling subsidiaries had been established under 
Acton’s overall direction and leadership.
Acton then suggested that it was time for the appointment of a Managing Director for 
Eastern Europe and left the company in no doubt that he considered that he was the 
right person to undertake the job. The company was reluctant to lose him from the 
position of Finance Director in Western Europe, but he persuaded his Vice President, 
with whom he had worked for many years, to let him tackle both roles. He put a 
Financial Controller into the finance function for Western Europe for its day-to-day 
management and threw himself even further into developing the Eastern European 
business.
His timing was unfortunate as the Western European market was only slowly 
emerging from recession and sales were very difficult there. This difficulty was 
compounded by the sudden and unanticipated collapse of the Asia-Pacific market as
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a consequence of currency crises in Malaysia, Indonesia, South Korea and finally 
Japan. This caused Acton’s parent company to look to even higher levels of 
performance from its businesses in Western and Eastern Europe.
The Russian operation was proving particularly challenging to Acton who found that 
he was spending more and more time in Moscow, trying to ensure that he met the 
market forecasts that he had made and agreed with the parent company.
In early 1997, he flew from Moscow to London for a review of the Western European 
operations by the parent company’s directors and in support of his boss, the Vice 
President. When he arrived for the meeting he was asked to wait outside because a 
pre-meeting was being held between the President, the Vice President and other 
senior directors who had flown over from the U.S.A. This was a little unusual but not 
unheard of within the company.
Eventually, Acton was called in, only to find that the Vice President had left by 
another door having been fired. The Western European operation had failed to meet 
its performance targets by a considerable margin and, therefore, it had been decided 
that the Vice President had to be, “let go”. The Americans indicated that they were 
impressed with the way that the Eastern European operation was coming along and 
that Acton had done a good job in setting it up from scratch. But, they reminded him, 
he was still Finance Director of the Western European operation and must take his 
share of the responsibility for its failure. He too was being fired.
Acton described the shock of receiving this information as, “like being hit in the 
stomach by a medicine ball”. All the stuffing was knocked out of him and he 
described how he had found it difficult to speak. He still found it difficult to accept or 
to communicate what had happened when he returned home, much later that day, to 
his wife and family. His wife was extremely angry, partly with the company for what 
she saw as their cavalier treatment of her husband after so many years of loyal and 
committed service, but as much with Acton for having, to all intents and purposes, 
placed his work for the company before her own needs and those of their daughters, 
to the extent where they had become almost strangers to one another, leading 
largely separate lives. For this sacrifice, she asked him, what had they gained?
Acton and his lawyers negotiated a financial settlement with the company, which, 
while not in the league of some of the pay-offs for directors that received much
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adverse publicity around this time, was nevertheless substantial. It also included 
payment for a number of sessions with a career counsellor.
Acton now had an opportunity to take stock. The career counsellor, his wife and 
several other former colleagues advised him to take a long break and to allow himself 
to recover, not only from the shock of his dismissal but also from the pressured way 
of life that he had inflicted upon himself over many years.
He did take some time off, as he put it, to get to know his family again, taking his 
elder daughter around the country to attend interviews at several Universities. But he 
commented that, with the loss of his job, he had also lost his sense of identity, he felt 
as though he had become a ‘non-person*. He didn’t feel that he had a really valuable 
role in the family. His wife and children had their own lives and his cricketing 
colleagues, though sad for him, also appeared at times to be embarrassed by his 
situation. So it was with both relief and some enthusiasm that he accepted his 
former boss’ invitation to join him in making an investment in a new venture upon 
which he was embarking. This involved the establishment, with a well-known 
entrepreneur and a few others, of a new, organisational partnership, establishing a 
national chain of restaurants carrying the brand name of an internationally renowned 
chef-restaurateur, who was also investing in the venture. Acton was to become 
Finance Director of the new venture and while he would receive only a modest 
salary, the potential return on his investment was anticipated to be considerable. 
Acton confirmed that this potential was there from his own experienced and skilful 
analysis of the market.
He joined the partnership, though he was somewhat cautious in the level of his 
investment, concerned to protect his capital and anxious to keep the door open to 
other business and job opportunities. He commented to me at this time that he was 
keen to return to a large organisation because he was, “an organisation man. I am a 
Finance Director and I was beginning to make it as a Managing Director. The 
partnership is more like playing at business, but playing at it with my own money”. 
But at least he felt that he had recovered a portion of his identity. He was excited by 
the prospect of working in a very different industry from that in which he had gained 
his experience and he became more so as more and more restaurants were included 
in the partnership and as the international chef appeared at more and more openings 
of the restaurants that carried his name.
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However, Acton’s observation that restaurants are a very different business than that 
involving the international marketing of fast moving consumer goods proved to be all 
too correct. As Acton saw it, there was a marked reluctance on the part of his 
colleagues and their staff to adhere to the financial disciplines necessary to making a 
profit. Margins were narrow, staff were temperamental and unpredictable in their 
behaviour and balancing the need to meet the requirements of one-off customers, 
attracted by the name and novelty of a new restaurant with the need to establish 
regular clientele proved to be particularly demanding. Profitability proved very 
difficult to achieve and Acton described how the relationships between the two former 
“corporation men” (he and his former boss), the entrepreneur and the world-class 
chef became increasingly strained at a working level. This reflected, perhaps, their 
very different backgrounds and experiences.
Acton was glad of his decision to limit his investment in the partnership and became 
involved in another venture that required him to act as financial consultant to the 
Chairman and major shareholder of a go-ahead computer software company who 
was considering making a major acquisition.
Eventually he decided to realise his investment in the partnership while his losses 
were still relatively small. He stayed on for a while as a fee-based financial 
consultant but eventually withdrew altogether, becoming Group Financial Advisor (he 
did not want to become a director again at this stage) to the now merged software 
companies. He also took on a number of relatively short-term financial advisory 
contracts for other companies.
Acton and I met several times over this period as I pursued my research into how 
directors made sense of their experiences in driving major change processes. We 
considered a wide range of his change management experiences, initially from his 
perspective on the US company, but later throughout Acton’s time with the 
partnership and the computer software companies. He observed that he felt that he 
had been extremely lucky not to have lost his family after having lost his directorship 
of the multinational in which he had spent much of his career. Bit by bit he was re­
building a relationship with his wife and daughters but the relationship could not be 
the one that he had hoped to have had, in particular because he felt that he had 
missed his daughters’ childhood. They had grown up without him and what had gone 
could never be replaced. He was enjoying his work with the software company, and 
had few regrets about the actual time that he had spent with his colleagues in the
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partnership. But he had one major personal regret and that was that he hadn’t 
listened to the advice of the career counsellor and others who had advised him to 
take a significant break before returning to a work role after having been fired. He 
had been, “so desperate to regain an identity” that he had had felt driven to take on 
a role that would give him the one that he had known for so long, that of a finance 
director. This was despite the fact that what he had really wanted to become and had 
striven to be was a chief executive or managing director. At the time that he was 
fired, he was complimented on by those who fired him, on how well he had been 
doing in Eastern Europe as a general manager. They fired him for his perceived 
failings as a finance director but this is what he had been for most of his working life. 
This was the label that he had had and this was what he now saw himself as being 
and, it sounded to me from his general demeanour, was what he felt he was being 
condemned to remain. He professed a profound sense of irony that he should have 
been counted a success at what he had aspired to become but as a failure at what 
he was.
He said that, by moving on so quickly, he had never allowed himself any time for 
recovery and healing. Now he felt that the scars of his having been fired would never 
heal. He missed his colleagues from all those years in the consumer goods business, 
the global wheeling and dealing. He said that he, “even missed Moscow”
He travelled to our penultimate meeting by train and made some notes in 
preparation. I paraphrase the way that he summarised these to me as follows:
These are the questions that I expect you are going to ask me, but this is 
the answer to the question that perhaps you should ask me but probably 
won’t, so I will give you the answer anyway. The question is this: Now 
that a number of years have passed and I have survived the trauma of 
being fired, being left literally speechless for several days, I have 
regained my family and have something of a portfolio career of things that 
interest me. So, am I happy? The answer is, no I am not and I don’t 
believe I will ever be happy, really happy again. The loss was too great 
and I didn’t give myself the time and space to get over it and now the pain 
and the scars are too deep.
He offered to organise the next year’s MBA reunion as he had, “more time now than 
the rest of you”. It didn’t happen the next year. He apologised and offered to do it 
again the year after. That was two years ago and the group has not dined together 
now for four years.
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I came away from my last meeting with Acton feeling very sad. He is someone 
whom I have known for a long time, someone who had a passion for what he was 
doing. He was ambitious and immensely loyal to his company, to his boss and to his 
colleagues. I don’t think that I had appreciated the extent to which he had taken his 
personal identity from the roles that he occupied and, though I had known that his 
marriage and his family life had been under considerable pressure as a direct 
consequence of the commitment that he gave to his work, I had not appreciated the 
extent of the sense of paralysis that he experienced when he felt that his identity had 
been taken away.
There were no obvious material drivers to cause him to hurry back into the role of a 
Finance Director so soon after he had lost his job with the multinational company. 
The career counsellor had advised him to take a long break and to allow himself time 
for recovery. His wife had tried to persuade him to do the same. But his apparent 
need to re-establish the identity with which the role had provided him seemed to have 
been far greater than had the impact of the advice that he had received.
After having talked with him about his low expectations of future happiness, or 
perhaps because of his strong expectation that it would be absent, my own feelings 
were almost overwhelmingly sad. I sensed that, in hanging on to his role identity, 
Acton had in some ways said farewell to his “self in some kind of dreadful, internal 
Faustian pact that he had struck within himself.
5. (vii)Baddesley Clinton’s Story in Retrospect:
Baddesley is a striking individual. He is a classically handsome man. His suits, shoes 
and general appearance are always immaculate and he conveys the impression that, 
even though he may have just stepped from his chauffeur-driven car after a flight 
from Tokyo, where he has been addressing an international business conference, he 
is nevertheless delighted to see you and only too willing to share some of his time 
with you. It is also clear that it is Baddesley who will be doing most of the talking. 
Listening to him happens to be a pleasure. His voice retains a trace of the Northern 
Rhodesian (Zambian) - South African accent of his boyhood and he is elegantly 
articulate. Baddesley gives me the impression of being an archetypical, international 
aristocrat.
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In fact his origins are very different from those conveyed by this initial impact His 
father served in the Northern Rhodesian (Zambian) Police Force and, having done 
well at school, Baddesley moved to South Africa to complete his education, attending 
the University of Cape town and, soon after graduating, taking up a management 
trainee position in an international fast moving consumer goods company. His 
company sponsored his participation in an MBA programme at the University of Cape 
Town. He graduated with distinction and decided to specialise in Marketing, in which 
discipline he further excelled. He emphasised to me that his studies were self­
funded and that his early career had been a financial struggle for him in order to pay 
off the debts that his studies had forced him to incur, since his family had not had the 
means to support him through university.
Hé maintained his enthusiasm for learning and, later in life, when he had made a 
career move to the U.K., he undertook further studies leading him to the doctorate in 
business management that he obtained during the nineteen-eighties.
When I first met Baddesley he was the Marketing Director of a major wines and 
spirits company in the U.K. having been recruited to this company while he was still 
living and working in South Africa. He had rapidly risen to a senior position in the 
worldwide business. He was the first “non-Brit” io be appointed to the Board. He was 
also the .non-executive, President of a business school. In this latter capacity he 
spoke regularly at key events to extol the virtues of management development and 
life-long learning and became well known for his passionate commitment to 
management learning. He then became a key player in a major take-over battle 
during the nineteen eighties, subsequently joining the Board of the merged company 
as, “number three to the Chairman”. However, he did not enjoy life in the new 
conglomerate, finding it a highly political culture that did not appeal to him at all. 7 
knew it was a mistake within the first ten days,” he commented to me during one of 
our early meetings of the research. He went on to indicate that he had felt that his 
colleagues on the merged Board seemed to him to be motivated by power, wealth 
and personal aggrandisement, rather than by a passion for the business and its 
management. He was, therefore, pleased to be “headhunted” by an American 
multinational company within a few months of making his move to the merged 
business.
As a consequence of this move, and some years before this study commenced, 
Baddesley was appointed Executive Chairman of the U.K. manufacturing subsidiary
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of this, American owned, multinational company. He was also appointed as a Vice 
President of the group’s European marketing company, in which capacity he had 
particular responsibility for the marketing of certain of the company’s key brands in 
Europe and Asia-Pacific. In this role Baddesley was directly accountable to the 
company’s main board in New York. He quickly made an impression in the company 
and on the industry as a whole, being appointed to a position equivalent to that of 
Chairman of the industry’s British manufacturing association. In this position, he 
found himself in some demand as an industry “pundit" being called upon to address 
national and international conferences, not only on the current state and potential 
future scenarios for his own industry, but offering wider more general business views 
to his audiences of business leaders and business school students.
The industry as a whole is very traditional and perhaps no more so than in its 
operations in Scotland. The company operated several facilities in Scotland, each of 
which was responsible for the manufacture of products associated with world-class, 
international brands.
Therefore, and perhaps unsurprisingly, there was some resentment at Baddesley’ 
appointment in Scotland. This resentment had several origins. Members of the 
manufacturing company’s staff were already unhappy about its having been acquired 
by an American owned multi-national. Baddesley was an outsider, having joined 
from a competitor company, being seeing not only as a “Sassenach” who wasn’t 
even really English, but South African. Baddesley was not seen to have helped the 
situation by basing himself at the company’s European Headquarters in London, 
rather than in Scotland. He justified this on the basis that he was also a Vice 
President with responsibility for the marketing not only of the Scottish company’s 
brands, but also for a range of other products and brands from other parts of the 
worldwide group. These additional responsibilities required that he travelled to 
Europe, Asia-Pacific and New York fairly frequently. He argued that he had every 
confidence in the capabilities of his Scottish based management team, pointing out 
that his role was that of Executive Chairman and not that of a Managing Director. He 
was there to provide overall strategic direction and guidance rather than to take 
direct, “hands-on” managerial responsibility.
He embarked upon a major change programme within the Scottish manufacturing 
operation. This involved a re-structuring and upgrading of the finance function and 
its associated information support systems and the recruitment of an Operations
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Manager to oversee production and inventory management under the guidance of 
the Commercial Director. It also necessitated enhancing the role of a very 
experienced senior, manager with in-depth knowledge of the company’s products and 
promoting him to become Director of Quality. This appointment was in accordance 
with Baddesley’ passionate commitment to ensuring the success of the business as a 
high quality, brand-led enterprise in a fiercely competitive market.
He carried this passion for brand and image even further, arguing that the 
manufacturing facilities, as producers of world-renowned products, should 
themselves become brand conscious. He set about the conversion of the facilities 
from “mere factories” to what he labelled, “heritage centres” encouraging visitors 
from all over the world to see the traditional but pristine locations in which the 
products were made, combining the best of traditional and modern methods. The 
heritage centres were a great marketing success, especially with visiting customers 
from Japan and from the USA.
The changes were less successful with the manufacturing staff (including the Quality 
Director) who considered this conversion of the facilities to be a largely irrelevant 
exercise and, as such, a distraction from a concentration on the excellence of the 
products themselves. Nonetheless they acknowledged, albeit reluctantly, that sales 
of the company’s products were going from strength to strength.
In parallel with the changes that Baddesley was initiating, the American parent 
company was also going through a process of significant change. The recently 
appointed President of the company had hired an international firm of management 
consultants to “drive through” a programme of business process re-engineering. He 
had also appointed another consultancy to launch a, “Corporate Values Programme" 
that aimed to balance issues concerned with revenue and profit targets with others 
associated with customer care, employee empowerment and leadership.
Baddesley signed up to the underlying approach of the programmes but did not wish 
to let them distance him even further from the Scottish operation. While some 
members of the management team saw some value as being likely to be derived 
from these, President led, initiatives, there was also considerable cynicism, reflecting 
the view that they were largely irrelevant to the operation, having been generated 
from across the Atlantic in a flash of enthusiasm for the latest of a series of 
management fashions and fads. There was also considerable resentment at the
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arrival of groups of young, frequently American, consultants to “crawl all over the 
company with what appeared to be infinite authority, no responsibility and still less 
experience”. Baddesley seemed to take these changes and challenges in his stride 
and encouraged his co-directors to do the same, although he expressed alarm at the 
size of the consultancy fees that he was called upon to fund and suggested that they 
were, “pissing our profits away”.
Baddesley’s own view was that he should be seen to be taking a lead in the change 
process despite his misgivings. Therefore, he commissioned a series of management 
team development workshops that involved a process of work preference profiling 
together with 360° feedback for the directors and senior managers of the company in 
Scotland. This involved each director sending a questionnaire (including questions 
linked to the company’s newly stated organisational values) to all his direct 
subordinates, to a number of his peers and to his own senior managers. In 
Baddesley’ case this involved him sending questionnaires to his fellow subsidiary 
Chairmen and Vice Presidents around the world and to his boss in the USA, as well 
as to his own managers based in Scotland and in London.
He took the decision that he would share the feedback, “warts and all”, at a meeting 
of his management team. This struck me as being a courageous action on 
Baddesley’ part, because the feedback was by no means entirely positive. He 
acknowledged the feedback that he received, some of which was quite strongly 
critical, and agreed a number of actions that he would take to address some of the 
negative perceptions of his management style and approach. He then encouraged 
his reporting directors and managers to go the same process, which they did.
I did not see Baddesley again until a year or two after these events. When we met it 
was after I had written to him and asked him if he would be willing to be a participant 
in the present study. He had responded positively and I interviewed him on four 
occasions over the next eighteen months about the change processes in which he 
was involved and what he was learning from the experience.
In the early interviews Baddesley was enthusiastic and articulate. He was extremely 
candid about what he saw as going well and what less well. The market was 
becoming much more difficult. Not only was it becoming increasingly competitive, 
but the Asia Pacific economies (including Japan and Korea, both very significant 
markets for the brands for which Baddesley was accountable) had entered a period
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of major recession and devaluation and the market for the company’s products in 
those countries had also virtually collapsed overnight.
The impact upon Baddesley, both personally and on the businesses for which he was 
accountable was considerable. He was forced to spend more and more time on 
marketing and brand protection issues (which, admittedly, he enjoyed) in the 
company’s world-wide markets, travelling to Tokyo, Seoul and Sydney as well as 
making ever more frequent visits to the company’s New York Headquarters as well 
as overseeing and guiding the change programmes that he had initiated within the 
Scottish company.
Simultaneously, the company President’s re-engineering and values programmes 
had gathered considerable momentum, being charged with driving millions of dollars 
of costs out of the business worldwide. This led to a process of increasing 
centralisation and to a related shift of power away from the subsidiary operating 
companies and back to the headquarters in New York.
Baddesley completed a second 360° questionnaire as part of the Corporate Values 
Programme. On this occasion he had to go to New York to receive feedback from a 
member of the consultancy organisation that had been contracted to lead the 
programme. He told me that this meeting had made him very angry, because while 
he had experienced the report as having been very positive, the consultant had spent 
the great majority of their ninety-minute meeting quizzing him about the relatively few 
negative aspects of the feedback and indicating that Baddesley needed to address 
these as a matter of some urgency.
His anger was still apparent when I interviewed Baddesley a few weeks later. He 
was also unsettled by the fact that his boss and mentor in the US had announced his 
intention to retire. Baddesley had hoped that he might be promoted as his 
successor, but commented ruefully that such appointments always went to 
Americans. Moreover, he felt that his image would not have been enhanced by what 
he saw as the negative interpretation of the feedback that he had received from the 
consultant and which, he was sure would have been communicated to the Board 
following their short meeting. He also commented that he was aware that he was 
being referred to increasingly as an “absentee landlord” by the members of the 
Scottish management team. Despite this he was still extremely positive and very 
proud of the favourable comments that the Scottish heritage centres were receiving,
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although their impact had not prevented their associated brands from suffering from 
the continuing economic problems in Asia-Pacific.
Things became worse. His prediction that he would not be promoted proved to be 
correct. His boss’s successor was an American, close to the President and 
apparently a devotee of the downsizing approach advocated by the consultants 
leading the re-engineering programme. He expressed concern that Baddesley was 
not spending sufficient time in New York and almost certainly looked askance at the 
costs associated with the Heritage Centres in Scotland. He charged Baddesley with 
raising the profitability levels of several key brands in Asia Pacific, though Baddesley 
had no personal responsibility for sales in those markets. He was also charged with 
reducing costs in Scotland and with becoming more “visible” in New York. t
Baddesley described to me how he would quite often arrive home late on a Sunday 
afternoon from Korea or Japan, catch up with some sleep, be in the London office by 
eight on Monday morning and then be driven to Heathrow airport for an early 
afternoon flight to New York to engage with the increasingly political machinations 
that he felt were characterising the company headquarters there. At about this time, 
an American woman employee based in London filed a complaint about Baddesley 
and another director of the Scottish company, alleging sexual discrimination. 
Although nothing was found against either director in the subsequent independent 
investigation, the strain of the allegations, together with the pressures of all the 
international travelling, the depressed market and what he saw as the political in­
fighting in the wake of the downsizing programme clearly upset. Baddesley 
considerably. It also did nothing for his image with the Board
In some ways it seemed to come as a relief to Baddesley, when at our second 
meeting as part of this research, he informed me that he had been, “invited to 
resign”, because, he had been advised, that he wasn’t sufficiently involved with the 
US management team, because the numbers weren’t getting any better in Asia 
Pacific and because the Scottish operation seemed to be running pretty well without 
him.
Although the pressure on him was now significantly reduced, Baddesley was 
obviously deeply upset and also concerned because he was now in his mid-fifties, 
the industry that he knew and loved was in deep recession (he had made a speech 
at a recent industry dinner in which he had championed the need for industry
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rationalisation because of what he perceived to be its gross over-capacity) and now 
he was without a job. Despite this, he seemed remarkably sanguine, spelling out his 
plans to establish a portfolio career with perhaps one or two non-executive 
directorships, re-building his business school links and undertaking some 
consultancy assignments, if these proved to be sufficiently interesting to him.
He did not think that he would miss the life-style of a director of the multinational 
company that he was now giving up, emphasising that he preferred to have earned 
and to own the material things that surrounded him rather than having them all 
provided by the company. He would miss them, of course, but he would miss the 
chauffeur driven company car far less than he would the infrastructure support that 
was provided by a good secretary and a company’s administrative system.
At our third meeting, at a country club in the Home Counties, he had just left the 
company, had secured a non-executive directorship of a successful though small, 
and very traditional British company. We discussed his experiences and the way in 
which his plans for his changed life were shaping up. He was enthusiastic about a 
number of new opportunities that he saw opening up to him, especially the prospect 
of becoming more computer literate and spending more time with his wife and family.
I didn’t see him again for nearly four years. He had been a very early participant in 
the study, and then I was forced to abandon the research for a period of two years 
due to my own, personal and business circumstances following the deaths of my 
brother, business partner and mother within a few months of one another.
When I met Baddesley again at his home in the spring of 2002, I was surprised by 
how much he had changed. He seemed much more than just four years older. He 
was drawn and in some sense physically diminished. This might have been because 
this was the first time I had seen him wearing anything other than one of his elegant 
suits. On this occasion he was dressed in comfortable, casual clothes that almost 
certainly carried designer labels, but he gave me the impression of being 
considerably less comfortable than the clothes that he was wearing appeared to be.
He seemed somewhat defensive as compared with his behaviours at any of our 
previous meetings, questioning me, for example, on the reason for my request to 
record our conversation on mini-disk as well as via my note taking -  I had done both 
at our previous meetings. While he seemed satisfied by my assurances of
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confidentiality and of the fact that it was purely for accuracy of data collection, 
consistency and sense checking, I was struck by the fact that he had never 
expressed any such concerns at our previous meetings. I explained that my primary 
purpose was to catch up with what had happened to him since we had last met and 
in particular to ask him what he thought he had learned from his experiences and 
reflections. I suggested that he supplied me with a stream of consciousness 
reflection on those themes rather than responding to any questions that I had pre­
prepared and he readily agreed to this.
I was somewhat surprised when he went right back to his early days in Northern 
Rhodesia and to his studies in Cape Town. I also gained the impression that I was 
listening to a scripted presentation rather than to a series of spontaneous reflections. 
He spoke fluently and without any obvious mannerisms for nearly an hour, and with 
only a very few interventions or questions from me. He said that, sometime shortly 
after we had last met, he had suffered what he described as a, “complete nervous 
breakdown”. “Everything had seemed to fall apart.” He had been very ill and thought 
that his marriage might be going to break up. He didn’t offer and I did not seek to go 
into any details of his experience but listened as he brought his story up to date.
The company from which he had been asked to resign had fallen into serious 
financial difficulties and his stock options (on which he was depending for his 
retirement income) had more than halved in value. The company had merged with 
another multi-national but the merger had not found particular favour on Wall Street 
or on any other stock exchange, and its share price had plummeted further following 
the merger. He was becoming increasingly concerned about whether he could afford 
to maintain his large and elegant home in London.
He had taken up two non-executive directorships and was also Chairman of an e- 
business management learning company. When talking about the latter he became 
quite excited and animated in the style of the “old Baddesley”. One of the businesses 
of which he was a director was suffering in the wake of an economic turndown in the 
USA, and this was a source of considerable worry to him.
He thought that his key learning from his most recent experiences had been that he 
had been naïve and too narrowly focused on specific issues or particular business of 
the moment in his previous company. It wasn’t sufficient to have a passion for any 
one aspect of a business, in his case this had been for marketing, you had to have a
195
Change Drivers
passion for all of it and be willing to fight the political battles as well, not just in order 
to win the game but ultimately to ensure your own personal survival. The narrow, 
self-seeking, political aspects of corporate life were not something that you could 
ever neglect or see yourself as being above because, “when the going gets tough, 
the sycophants, the parasites and the consultants arrive in droves, singing siren 
songs to the beleaguered.” He noted that all the top managers who had presided 
over the company at the time of his own “downfall" had themselves been swept away 
in the months that followed; “the good, the bad and the ugly".
I came away from this last meeting, feeling very subdued. It wasn’t so much the 
sense of a lost battle, but the sense of Baddesley’s disillusionment with a long held 
dream, coupled with the sense that the future that the dream had offered had been 
lost along with its lack of fulfilment. I hoped that the spark that had returned with 
Baddesley’ description of the e-learning business in which he had become involved 
would re-kindle the passion, confidence and enthusiasm that had characterised him 
for most of the years that I had known him. But I had the sense that e-business 
belonged to a different generation and Baddesley had always struck me as being an 
elegant elder-statesman (despite the fact that he is actually several years younger 
than I am) in an industry that is very well established and proud of its traditions.
For some time after our last meeting I seriously wondered whether or not I wanted to 
carry on with the research project as I found this meeting extremely depressing. 
However, I also recalled that social workers and psychotherapists allege that the 
feelings that they experience after leaving a client or patient are often those that 
belong to those same clients of patients and that they have participated in an energy 
exchange.
5. (viii) Monkton Wylde’s Story in Retrospect
Monkton Wylde was the Chief Executive of a Training and Enterprise Council (TEC). 
The TEC was one of eighty three bodies established in England at the end of the 
nineteen eighties by the UK government to stimulate local investment in skills 
education and training among adults and post sixteen year old school leavers as part 
of a drive to re-skill the country to the levels achieved in Europe (especially 
Germany) and elsewhere. He had been the TEC’s first Chief Executive when it was 
established in 1990.
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He had begun his career as a graduate trainee with a major electronics company. 
He considered himself to have been particularly lucky to have had links with a 
director early on in his career with this company who seems to have had all the 
characteristics of an ideal mentor. Monkton found this stage of his early career 
extremely stimulating and full of learning and development opportunities. Tragically, 
this director was killed in a helicopter crash and his successor appeared to be much 
less concerned with Monkton’s development. Nevertheless his career progressed 
steadily, despite him seeing himself as being one among a group of “maverick” 
trainees. He was seconded to an Industry Training Board and, on his return, found 
himself responsible for graduate recruitment for a major division of the company at 
the age of twenty-two.
He spent ten years with his first employer, all but a brief period, (which he spent in 
the sales organisation) working in the Personnel function.
After leaving the electronics company, he spent a number of years with a variety of 
business employers, some of the moves between which he considers to have been 
errors on his part, but from all of them he claimed to have learned a great deal before 
he eventually joined the UK subsidiary of an American conglomerate as Head of 
Personnel to its Toys Division. The company was in trouble and had hired a very 
powerful American “rescue artist” to turn the Division around. His arrival coincided 
with the launch of the first Star Wars films for which the Division had been granted a 
licence to produce related toy products. From being on its knees, the company 
became, almost overnight, an eighty million pound business on the back of the huge 
success of the Star Wars films.
Monkton’s personal star rose along with the products that the company was 
producing and the “rescue artist” gave him what Monkton described as a “godfather 
offer” to become Head of Sales in the U.K. even though, apart from his brief spell in 
sales at the electronics company, he had no real knowledge of sales nor of sales 
management. He struggled in the job and found himself to be at high risk when a 
new Managing Director was appointed who clearly saw Monkton’s limitations as a 
sales person, let alone as Head of Sales for the whole of the U.K. organisation. The 
new MD proceeded to fire most of the top management team members one by one. 
When he came to Monkton he offered him the choice of being trained or being fired. 
He chose the former course of action and was sent to the USA in Washington DC as
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a salesman for fifteen months, after which he was promoted to become a Regional 
Sales Manager based in Maryland. He lived and worked in Colombia, a Maryland 
new town, and was. to find this experience invaluable later in his career, when he took 
up a senior management post in a not dissimilar location in the South Midlands in 
England.
He returned to the UK in 1983, just as its economy was entering recession and was 
faced with having to mount another rescue operation. Once again, he was saved by 
Star Wars since, soon after his return, the film received its first TV screening, which 
triggered an upsurge in the sales of Star Wars toys. The company thrived once more.
During this period Monkton felt that he had learned a great deal from his Managing 
Director but considered him to be a, “total bastard”. When he was “headhunted” to 
become U.K. Managing Director of another major American toy manufacturer, he 
accepted happily. This involved him in monthly trips to the USA, which he did not 
particularly enjoy and in 1988 he decided to move on again, this time to become a 
consultant with one of the world’s largest professional accountancy and consultancy 
practices.
It was here that I first met with Monkton when his and my consultancy practices were 
engaged in a joint bid for a major organisation development contract with a large, 
public sector organisation. We did not win the contract but I enjoyed working with 
Monkton and we kept in touch every now and then over the months that followed.
Monkton became involved in making a bid for the provision of support to the 
preparation of the corporate plan for one of the new Training and Enterprise 
Councils. His firm had had not won the contract but he found himself intrigued by the 
ideas that lay behind the TECs and, therefore, when one of the larger TECs 
advertised for its first Chief Executive, he applied for the job. He found this 
experience extremely frustrating. Having been given a gruelling, four hour interview 
by the Chairman, he heard nothing further from the organisation and in frustration 
applied for a similar job with a smaller TEC as its first Chief Executive. In the middle 
of 1990 he accepted this job without ever having heard from the TEC to which he had 
originally made application.
When I met Monkton again in February 1997 as part of this research, he described 
the previous six and a half years as having been a period of constant development
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and change. The TEC had inherited a high proportion of its initial staff on 
secondment from the Department of Employment. As civil servants, many of them 
were not at all keen on the idea of being employed by a private company and had 
retained their option to return to the civil service for as long as possible, in many 
cases, until the option ran out. Monkton was pleased that a majority of his staff had 
nevertheless decided to stay with the TEC when called upon to exercise their 
options. In addition to this staffing uncertainty, the TEC had had to contend with 
considerable hostility from the management and staff of the local Chamber of 
Commerce who saw them as “muscling in on their patch”. There was also a 
considerable degree of boundary confusion on the part of actual and potential 
customers between the TEC, the Chamber of Commerce and the local Enterprise 
Development Agency.
Little by little these issues had been resolved and eventually all three bodies had 
merged under Monkton's executive leadership to form the Chamber of Commerce, 
Training and Enterprise with Monkton as the Chief Executive of the combined 
organisation. The organisation had thrived and risen from being number 80 in a 
league table of 83 at the time of its foundation to a position in the lower thirties by 
February 1997.
Monkton was pleased with the progress that had been made but dissatisfied with the 
way in which he saw the Government as, “continually moving the goal posts” 
regarding its priorities and funding, using what to Monkton appeared to be relatively 
random criteria. The major challenge that he faced at the time of our first meeting 
was to manage a reduction in revenue funding of £2.5 million from the government 
against the background of a current net operating surplus of £1.8 million. The 
requirement for this reduction was based not upon performance targets or perceived 
training needs in the TEC's catchment area but on the size of the population in the 
area served by the TEC. Closing the revenue gap was going to require a major 
restructuring of the organisation that would include redundancies, something that 
Monkton had been at great pains to avoid ever having to do. Now he was faced with 
doing so while simultaneously retaining the TEC’s operating license (which was 
worth £1.9 million), with generating £200,000 revenue from Chamber of Commerce 
members and with making a £1.7 million contribution to the economic development of 
the city in which the TEC was located, while also generating sufficient revenue to 
cover the organisation’s operating costs.
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In bringing the Chamber of Commerce, the Development Agency and the TEC 
together, he had created a federal structure that had operated successfully under his 
hands-off management style. He was convinced that this style had brought 
significant benefits but now he needed to maintain those benefits while exercising 
much tighter organisational control. He was going to have to consider out-sourcing 
some key functions such as IT and, possibly, HR.
He also wanted to consider the issue of management succession including his own. 
The organisation was entering a new phase and, assuming that it survived, he 
thought that it might well benefit from having a new Chief Executive in a year or two’s 
time.
These thoughts had been encouraged by the fact that during the previous winter 
Monkton had become seriously ill, requiring surgery and subsequent treatment that 
had kept him away from work for around six weeks. He had found his re-entry 
surprisingly difficult. The Chairman had become much more closely involved in day- 
to-day executive issues during his absence and appeared reluctant to step back once 
Monkton was, “in harness again”. Monkton found that he greatly resented this.
The organisation had also been subjected to a government auditor’s report, which 
had challenged the timing of certain payments that the TEC had made to training 
providers. Monkton had authorised the payments on completion of the work that the 
training companies had supplied, while the government auditor considered that they 
should not have been paid until the government had paid the TEC. Monkton 
considered this to be grossly unfair to the training providers, the majority of whom 
were small businesses that he felt would have suffered severe cash flow problems if 
payment were to have been withheld. However, the relevant government department 
upheld the audit report and sought to “recover” the payments from the TEC. This 
added considerably to the financial pressures on the TEC and the personal 
pressures upon Monkton. It also caused some Board members to question his 
judgement and, in consequence, one of their number was commissioned to conduct 
a study of the effectiveness and efficiency of the organisation’s senior executive 
team. It also encouraged the Chairman’s tendency to become more closely involved 
in what Monkton considered to be executive responsibilities that he considered to be 
within his personal area of authority.
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Monkton was, therefore, pleased to find a new Finance Director around this time 
who, he thought, would develop to become his natural successor. Within a few 
months of this appointment, however, Monkton was extremely disappointed when 
she proved to have a highly authoritarian management style that alienated both her 
colleagues and her subordinates. Her style was also radically different from 
Monkton’s own, which he described as collaborative and empowering.
In May 1997, a New Labour government was elected that proved to have an 
ambivalent attitude towards the TECs. Their future was now in some doubt while 
that of the Business Link network, part of which formed a significant part of 
Monkton’s organisation, seemed to be more secure.
Monkton made the decision to take early retirement in 2000 and to concentrate until 
that time on resolving the financial challenges faced by the organisation, confronting 
the requirement for cut-backs and redundancies and on ensuring that he would leave 
the organisation in the hands of a capable successor. He commented that if he could 
achieve these objectives, he would feel justified in retiring early and while he still had 
the enthusiasm to take up another role, whatever that might turn out to be.
The government decided to abolish the TECs in April 2001, replacing them with a 
network of Learning and Skills Councils that would be based on catchment areas 
than were larger than that which Monkton’s organisation covered. While the TECs 
would be permitted to bid for the new LSC contracts with the government, Monkton 
recognised that the natural centre of gravity for the region of which his organisation 
formed a part lay elsewhere, some fifty miles from his present location. He also 
noted that the corresponding organisation that was local to this centre of gravity had 
just signed a long-term lease on its premises while those in which his organisation 
was located had only a year or so to run. It would be, in Monkton’s view, both a 
logical and a pragmatic solution to locate the headquarters of the new organisation in 
the other TEC’s vicinity rather than in that of his own organisation.
As far as Monkton was concerned, therefore, the “writing was on the wall” for the 
organisation that he had led and developed since its birth ten years previously. He 
felt even more strongly that he did not wish to stay on in order to close the 
organisation that he had nurtured and developed from its very beginning. However, 
the Board felt very strongly that, despite its recent concerns, his leadership had been 
what had held the organisation together so successfully throughout its life (he had
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been totally exonerated by the internal efficiency study). Therefore, they refused his 
request for early retirement until such time as the TEC had finally been wound up 
and its other constituents had been successfully “de-merged”.
Although he was both disappointed and angered by his Board’s decision to reject his 
request, Monkton threw himself into the task albeit, at first, reluctantly. He made it 
his personal goal to manage the transition as successfully as possible. The Finance 
Director and Chief Executive designate was, “let go”, relatively painlessly and her 
place was taken by an interim manager on a short term contract as Acting Finance 
Director. The Operations Director became Chief Executive designate for the 
Business Link part of the organisation and a new Chief Executive was recruited for 
the Chamber of Commerce. Both these organisations were to be de-merged from the 
federal structure. Monkton withdrew with a small team of corporate managers and 
the rump of the TEC’s staff to a separate office complex in order to manage the 
services that it was still contracted to provide and to manage its de-coupling from the 
Business Link and the Chamber of Commerce, together with the inevitable 
redundancies that would arise from the TEC’s closure. The move to a separate 
building was made in order to enable the next generation of managers to build up the 
de-merged organisations under their own leadership, hopefully looking to the future 
rather than regretting the past. Monkton saw a key role for himself and for his team 
as doing as much as possible to avoid the development of “survivor syndrome” 
among those who were left in the de-merged organisations after the initial round of 
redundancies and who would need to be motivated to remain until the final closure.
Monkton and his team managed the wind-down, by offering retention bonuses and 
re-training to those who remained until closure. This appeared to work well, only a 
few people left before the TEC closed, usually because a prospective new employer 
required them urgently, while the majority of those that remained found new jobs 
relatively easily within a short time of the organisation’s demise.
Monkton remained, as he put it to, “turn out the lights,” end left commenting that he 
felt that his had been a job well done and that he considered that he had earned a 
long break before deciding what he might do next. When I last spoke to him he had 
just returned from an extended trip to the USA and Australia where one of his sons 
was working and where the other was attending university. He still had not decided 
what his next steps might be. He felt that he had delivered all that had been required 
of him as Chief Executive. The organisation had met its targets, had risen
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significantly in the government’s league tables and had been wound down 
successfully when the government’s policies had changed, without doing significant 
damage to the on-going business, to its customers nor, above all, to its staff. He was 
proud of that.
I asked him what were the most important lessons that he had learned from the 
unusual experience of building a successful organisation from scratch, seeing 
through a number of mergers and then winding it down while it was still successful. 
He said that while he had learned from his successes, of which he was very proud, 
he probably should have learned more from his mistakes. He saw himself as being 
first and foremost a “people person”. Right from the start he had put great faith in the 
staff that he had either “inherited” from the civil service or had recruited from the 
market place to fill new roles as the organisation grew. As a consequence he thought 
he had obtained tremendous loyalty from his staff at all levels. He had to 
acknowledge that some of those staff had not had the knowledge and skills that 
would have enabled them to grow as the organisation had grown and become 
increasingly successful. He had found this extremely difficult to manage because he 
had felt that he could not repay the loyalty that they had given him by removing from 
their positions, even when he had known in his heart of hearts that they were not up 
to the jobs that they now occupied. He felt that this had been a weakness on his part, 
because inevitably there had come a point when they had failed and the 
consequences for them, the organisation and for Monkton himself had probably been 
worse than they might have been had he confronted the issue much earlier and 
removed them from their positions, before they could do significant damage or be 
damaged themselves. The problems that had arisen between the organisation and 
the government auditors had been a consequence of his not having confronted the 
situation (where the responsible manager had been out of his depth) until after the 
damage had been done. He felt that this demonstrated an area where he had not 
been tough enough.
He also said that he had learned that the relationship between the Chief Executive 
and the Chairman was an absolutely crucial one. He had worked with three different 
Chairmen over the ten years that he had been Chief Executive. Each one had been 
totally different from his predecessor. The first had been a passionate visionary and 
who had provided both Monkton and the organisation with a form of inspirational 
leadership that had been crucial to getting the TEC off the ground and enabled it to 
“punch far above its weight” \n government circles.
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The first Chairman had gone on to become something of a national figure in his own 
right and had been succeeded by an entrepreneur who had established his own 
successful computer company and taken it to the stock market. He had remained 
Managing Director when the company had gone public and had been an early 
member of the TEC’s board of non-executive directors. His style and approach had 
been totally different from his predecessor and, being a chief executive himself, he 
tended, in Monkton ’s view, to have some problems in identifying the boundaries 
between his and Monkton’s roles. This had caused them both considerable difficulty 
and on one or two occasions Monkton had been tempted to resign. However, they 
had come to a modus vivendi and had managed to work together quite effectively 
until Monkton had become seriously ill and had needed to take some six weeks sick 
leave, During this period the role boundaries between himself and the Chairman had 
virtually collapsed and this had made Monkton. ’s re-entry to the organisation very 
difficult indeed. Again he might have contemplated resignation had the Chairman not 
decided to step down for reasons that had nothing to do with his and Monkton’s 
uncomfortable relationship.
The third Chairman was the Chief Executive of a multinational oil company and 
totally different again from either of his predecessors. Monkton saw him as a 
consummate strategist, capable of holding enormous amounts of detail and data in 
his mind simultaneously without ever becoming overwhelmed or confused by any of 
it. It enabled him to combine in a single vision the needs of today’s operations with 
the strategy for the next five years. He dealt in principles and direction, leaving his 
Chief Executive to direct the action. He, Monkton and the Board worked as a “well- 
oiled team”, each gaining confidence from the others. Although they had been 
required to take some very tough decisions, Monkton felt that the combination of their 
different styles, knowledge and behaviours had been critical to the way that the 
organisation had been wound down in both a successful and, ultimately, a dignified 
manner.
There is no textbook, nor formula setting out the guidelines for the relationship 
between a Chairman and a Chief Executive, although there are plenty of published 
guides to the nature of their respective roles and responsibilities. While these may 
be helpful to some extent, the relationship that develops is largely a matter of 
chance. Any relationship can be made to work, but how it works is contingent upon 
the interpersonal chemistry and skills that each person brings, or is prepared to bring 
to that relationship. Monkton thought that this might sound somewhat trite, but the
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relationship between Chief Executive and Chairman is so crucial and has such a 
profound organisational impact that he felt that it could not be overstated. This was 
probably the most important lesson that he had learned.
But one other was also very significant. After his illness and the somewhat tense 
relationship that had existed between himself and the second Chairman, he had 
decided that he wanted to take early retirement while he was still young enough to go 
off and start something entirely new. He had come to this decision partly as a 
consequence of the uncomfortable relationship that he had with the Chairman, but 
mostly, he thought, because he was tired and didn’t wish to go around the cycle of 
business planning, budgeting and organisational reviews again. He had done it for 
ten years and that was, quite simply, enough. He had. been very disappointed when 
the Board had rejected his request, but as it had turned out, the experience of de­
merging and winding up a successful business had been a different and most 
unusual challenge and he had learned to appreciate that too.
5. (ix) Ramsey Mereside’s Story in Retrospect
Ramsey Mereside is an engineer. He left his public school before taking his GCE O’ 
levels, transferring to a technical college where he was able to concentrate on the 
“practical subjects” that were not on the curriculum at his original school. The 
reasons behind his transfer were not entirely academic, having also been a 
consequence of some difficult personal family circumstances that remain somewhat 
painful to him to this day.
After graduating with a degree in Chemistry and Mathematics and a postgraduate 
diploma in Chemical Engineering, Ramsey joined an American engineering company 
with whom his career progressed steadily and where he learned and developed his 
knowledge and skills in project management, becoming something of an expert in 
this field. He later joined an American petroleum company where he honed his skills 
on projects associated with the construction of oil refineries, developing an 
enthusiasm for seeing projects through from their initial conception to final 
implementation. This enthusiasm has never left him. However, he also developed a 
passion for learning about the theory and practice of management in more general 
terms. In pursuing this passion he subscribed to a number of leading management 
journals and abstracts, following up areas that awakened his particular interest by
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finding the original texts and related publications and reviewing these in depth. This 
is a habit he has maintained throughout his working life.
When I first encountered Ramsey, he was the Director of Engineering within The 
Energy Company PLC. I was a member of a team of consultants that was working 
with the company’s Personnel Director to introduce assessment centre methods as a 
platform upon which the company was proposing to base its investment in senior 
management development. Ramsey was unusual among the directors in that he 
demonstrated a keen interest in the programme and in the underlying theoretical 
models involved in the assessment centre process. Others saw the process as 
something that was primarily an initiative of the Personnel Director and his staff and 
appeared to be content to let him get on with it. This was essentially the attitude 
demonstrated by the Group Managing Director, who would attend each centre and 
brief the participants, expressing his commitment to the process, emphasising how 
important it was to the company’s future, but playing little further part in it until it came 
to reviewing the candidates who had performed particularly well (or less so).
I noted that the Managing Director and Ramsey appeared to be the strongest 
members of the executive group and that, although there was clearly some rivalry 
between them, this rivalry did not appear to amount to a power struggle but, rather, 
reflected a significant difference in perspective, possibly arising from their different 
professional backgrounds as much as from their different personal styles. The 
Managing Director came from a financial background while, as has been described, 
Ramsey’s career had been in engineering and project management. In a light 
hearted moment one or other of the two, I cannot recall which one, remarked that 
while the Managing Director liked to make things happen, Ramsey liked to get things 
done. They agreed that this description encapsulated their different worldviews 
rather well. They also commented that they regarded their differing work styles as 
complimentary even though they had sometimes led to conflict between them.
The Personnel Director retired and was succeeded by a new Personnel Manager 
whom the Board members did not see as being ready for a seat on the Board. It may 
or may not be relevant that the new Personnel Manager was a woman and that all 
the members of the Board were male (Marshall, 1995). Ramsey had by this time 
been promoted to Technical Director in which capacity he was responsible for most 
of the company’s operations and, therefore, for a majority of its staff, including the 
company’s large fleet of vehicle drivers upon whom it depended for the distribution of
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its products. As the Executive Director responsible for the largest number of 
employees, it was decided that he should assume responsibility for Personnel 
matters at Board level and, therefore, that the new Personnel Manager should report 
to him.
Ramsey said that he was appalled by the inefficiencies and consequent high costs of 
product distribution associated with the Company's vehicle fleet and its drivers. He 
concluded that this was largely a consequence of previous weak management that 
had negotiated very favourable working arrangements on behalf of the drivers with 
the Trades Union representing them. In Ramsey’s view, these arrangements meant 
that the Trades Union was running the company’s distribution networks rather than 
management.
Therefore, he and the Personnel Manager devised a strategy and plan for regaining 
authority over the distribution network. This became a major project conducted in a 
quasi-military planning style and in total secrecy. Although the Managing Director and 
the Board were aware of the project, I suspect that they knew relatively little of the 
details for fear of leaks and other breaches of security. When the plan was ready 
and everything was in place. Ramsey announced that the company was firing all of 
its drivers and that, therefore, the agreement with the union was at an end. 
Simultaneously a majority of the drivers were offered new individual contracts and 
productivity based incentive payments. Those who were not offered employment 
were offered fairly generous termination payments.
When news broke of what had been done, the business press was quick to push the 
story into the headlines. A strike was called by the driver’s union and major industrial 
unrest was predicted. But nothing happened. Most of the drivers accepted the new 
terms and those that did not, accepted the severance terms that they were offered. 
The performance of the company’s distribution organisation experienced a dramatic 
improvement.
Shortly afterwards, however, relations between Ramsey and the Managing Director 
began to deteriorate. I am not aware of the circumstances of this deterioration, but 
they also coincided with some rather unsuccessful expansion attempts in Europe. I 
suspect that part of the disagreement between Ramsey and the Managing Director 
centred on the manner in which these expansion plans were being implemented. 
Whatever their origin, the disagreements were becoming increasingly visible and
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Ramsey was becoming more and more disillusioned, being unwilling to give his 
support to decisions that he saw as being unwise.
He was not altogether surprised to receive a telephone call from the Chairman, 
summoning him to an early morning meeting with himself and a representative of the 
company’s largest shareholder. Before leaving for the meeting Ramsey had 
discussed the situation with his wife and they had concluded that if it were a question 
of compromising his position or of facing the sack, the latter would be the preferable 
outcome. They had considerable savings and could stand a limited period of 
Ramsey’s being unemployed without doing serious harm to their way of life nor, more 
importantly, to their two daughters’ education.
Ramsey went to the meeting and was taken aback to learn that the Managing 
Director had been asked to resign and that he was being invited to step into the role 
and to undertake a radical review of the company’s business strategy and 
organisation.
In 1996, I approached him and asked if he would be willing to participate in my 
research study. Ramsey agreed and in my preliminary meetings with him I found him 
to be disarmingly open and enthusiastic about his role, his plans and about the 
positive and negative aspects of his experiences. His grand design was to halt what 
he saw as a twenty-year decline in the year-on-year performance of the company. 
He considered that this decline had been due to a great extent to weak management 
and a reliance on steadily increasing energy prices to disguise the fact of 
fundamental weaknesses in the business.
He had, therefore, embarked upon what he described as an “integrated change 
programme” that would completely re-shape the company. The programme involved 
the abolition of its Regional sales structure, significantly reducing the number of 
executive directors, venturing into areas of new business, boosting the impact and 
significance of the company’s sales and marketing functions, selling the company’s 
headquarters on the outskirts of London and relocating the slimmed down 
management structure to the Midlands in a brand new building at the heart of which 
would be a fully computerised customer/call centre.
At this centre, details of all of the company’s many thousands of customers would be 
held on databases linked to telephone lines. Whenever a customer telephoned the
208
Change Drivers
centre, his or her details would immediately appear on a computer screen showing 
the call’s recipient full details of the customer’s account, product purchases, buying 
patterns, together with any problems or difficulties that they had experienced.
These changes represented a fundamental transformation of the way in which the 
company operated and was structured. Ramsey put together a project team headed 
by a young accountant who had recently moved successfully into general 
management and involving the Personnel manager, the Operations Director (recently 
appointed by Ramsey) and other staff as and when they were needed at various 
stages of the project. Although the team made use of consultants at various stages 
in the project, Ramsey insisted that the company’s senior management remained 
firmly in the driving seat. He said that he was not interested in “pre-packaged 
solutions” and, while he was fully prepared to explore the processes and techniques 
that the consultancies had to offer, such as business process re-engineering, he 
made it clear that these were tools that could be employed by his managers and 
himself in whose hands power and control had to be retained.
The project was nearing completion at the time when I commenced my interviews 
with Ramsey. The Project team’s members were tired and were still showing signs 
of doubting whether they could succeed. The City and shareholders also seemed 
nervous and Ramsey reported that much of his time was spent in explaining what 
was going on to shareholders, industry analysts and in ensuring that the company’s 
business performance did not suffer. In fact the company’s finances were in 
excellent shape and the share price reflected this. Ramsey indicated that this was 
due in some measure to a stroke of luck combined with a bluff on his part. One of 
the company’s major suppliers had unilaterally raised its prices and, when Ramsey 
had protested, had refused to negotiate. Ramsey’s response had been to cancel the 
contract, judging that the supplier would not be able to find a ready market for the 
volumes of product that his company had been purchasing. Sure enough, after some 
weeks the supplier had come back to him and indicated a willingness to re-negotiate 
the contract. As a result of this Ramsey was able to strike a highly favourable deal. 
Some time later the global price of this product rose dramatically at a time when 
Ramsey had secured its supply at relatively low cost. This was reflected very 
positively on the company’s balance sheet.
The company began to receive very favourable press coverage. So much was this 
the case that the company’s share price began to climb. Its major shareholder 
suddenly announced that it had acquired more than fifty per cent of the shares and
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was making a bid for the rest, in order to transfer the company into a division of itself. 
The take-over was completed in January 1997.
Ramsey was taken completely off-guard. Overnight his status had been changed 
from that of Managing Director of a major British public limited company to that of a 
“general manager of a division of a foreign multi-national”. The new owners assured 
Ramsey of their high regard for him and of their wish for him to see through the 
changes that he had initiated. But at the same time they appointed a young manager 
from their headquarters to be Executive Chairman, located in the same building as 
Ramsey and to whom Ramsey would now be accountable.
I interviewed Ramsey on four occasions between March 1997 and August 1998. 
Over the course of these interviews the Integrated Change Project was successfully 
completed. The old headquarters were closed and transferred to the Midlands and 
the computerised customer centre came into operation. Ramsey was proud of the 
fact that many staff who either had decided not to transfer to the Midlands or whose 
services would not be required at the new location, nevertheless stayed on to the 
end, working effectively and with apparent commitment to ensuring that the change 
was successfully implemented.
Ramsey held a, “thank you”, party for all the staff during the week that the 
headquarters closed, to which I was invited. Although it was a nostalgic event and a 
time for farewells and partings it was also very clearly a happy occasion and people 
were proud of the changes that had been achieved and to have been part of them.
In June 1997, I received a telephone call from the Company's Personnel Manager 
who advised me that Ramsey was in hospital having had what was thought to be a 
heart attack. A couple of days later I went to visit him in hospital and was surprised 
to see him looking remarkably well, sitting by the side of his bed and reading a 
management book.
He explained that he had not had a heart attack (but that this was more by luck than 
judgement). He had been feeling increasingly tired, but had put this down to the 
pressure of the Change Project and his anger with himself at having failed to realise 
that his company was about to be ‘high-jacked’ by its major shareholder. But his 
feelings of tiredness had developed into a sense of total exhaustion and he had 
taken himself to see his doctor. He had been rushed straight into hospital and
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undergone heart by-pass surgery in a matter of hours. He said that he had been 
“granted a reprieve” and that he was going to take notice of the warning that this 
experience had given him.
The next time I saw him was at the new headquarters in the Midlands. He told me 
that he had been in discussions with various head-hunters about possible 
directorships with other companies. He had made up his mind to step down as Chief 
Executive of his present company. First of all he considered that he had successfully 
completed the change programme upon which he had embarked. Secondly, and 
possibly just as important, he had taken his eye off the ball that was played in Board 
level politics. As a result he had not anticipated the take-over, though with hindsight, 
all the signs had been staring him in the face. He did not respect the new Executive 
Chairman, whom he said he regarded as a human calculator with little or no business 
understanding and a great deal less practical experience. In all these circumstances, 
he concluded, it was time for him to move on.
He had been invited to address the new owners’ annual management conference 
where he was to make a keynote presentation on the change programme that he had 
conducted and why he felt that it had been so successful. He planned to conclude his 
presentation with the announcement of his resignation.
At our next interview Ramsey explained that things had not gone quite according to 
his plan. He had given his presentation at the conference and concluded it with 
strong criticism of the way that the change process associated with the acquisition 
had been handled. He spoke with pride about the fact that he had insisted on open 
communications and keeping his staff fully in the picture about the changes that he 
was making. They might not have liked what was happening but at least they were 
involved and informed about what was going on. This was in marked, contrast to his 
own experience in having his job removed from under him without warning and 
having an inexperienced Executive Chairman imposed upon him with no consultation 
whatsoever. To his surprise he had received a standing ovation from the audience, 
which included some of those people who had ‘dethroned’ him. As a consequence of 
this he felt that it would have been churlish of him to resign publicly.
Instead, he was invited to meet with the Group Chairman at the end of the 
conference when he informed him of his decision to resign. The Chairman, again to 
Ramsey’s surprise, said that he quite understood and respected his decision. He
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acknowledged that the change had not been handled well, especially from Ramsey’s 
point of view. However, it had provided everyone with a learning opportunity from 
which all could benefit. He then invited Ramsey to take on a new role advising the 
Group Board at the company’s European Headquarters on change management. In 
this role he would have a roving commission to review all the company’s divisional 
operations around the world with a view to making recommendations as to changes 
that could lead to significant improvements in performance. He added that Ramsey 
would, of course, be compensated for the loss of his Managing Director’s role. 
Ramsey replied that he was grateful for the Chairman’s offer but that he would need 
to think about it.
At our meeting he told me that he had decided to accept the offer and that he was 
looking forward to his new role, though not without some reservations.
I interviewed Ramsey again one year later, at his apartment in the Thames Valley. I 
asked Ramsey how things were working out. He replied that he had found his new, 
change management role immensely interesting. He had travelled all over the world 
to places as far apart as Brazil, India, Hungary, Vietnam and China. His approach to 
identifying change issues had been to get as close to the operations of the business 
as possible. This had resulted in his having spent days with salesmen in battered 
Hindustan cars in rural India, with engineers in gas filling plants in Sao Guitingo and 
at subsidiary board meetings in the Czech republic. But it had also involved him in 
‘tedious corridor politics’ in the European Headquarters where he had learned that 
the company’s top management priorities were driven by its investments in 
commodities and that they seemed to have little interest in or understanding of 
people and organisations, or so it seemed to him. In addition to his change 
management responsibilities, he had also been given responsibility for the 
company’s international senior management’s compensation and benefits 
programme. Ramsey found that he was given few or no resources to undertake this 
highly sensitive role, one that he considered required a great deal of specialised 
knowledge and experience. Although he was able to buy in that knowledge and 
experience, it was extremely time consuming involving him in lengthy meetings with 
specialist advisers. He also found that negotiations over expatriate payment 
packages tended to bring out the worst in people, particularly when they were in 
positions of power and where their, primary motivation appeared to Ramsey to be 
their personal greed.
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He had developed an interest in managerial psychology and had become convinced 
that the success of future business management would depend upon an ability to 
understand and make use of knowledge in this field. But such knowledge had to be 
employed as an integral part of the business process itself rather than as a useful 
adjunct to it. He felt that he had met very few human resource managers who 
complimented their knowledge of psychology with a similar level of business 
awareness and skill.
Some months after our final interview I learned that he had decided not to stay on in 
his change management job but to retire while he felt that he was still young and fit 
enough to do something new, something that would give him pleasure and 
satisfaction. He was not yet sixty and he felt that he needed to make his break 
before he crossed that particular Rubicon. He didn’t know yet what he would do 
next. He did not think it would involve him in working for a single organisation but 
neither could he see himself working on his own.
His problem, he said with a laugh, was that he had so much energy to bum up that 
he was always busy doing and this didn’t give him sufficient time to think and reflect 
on what it was that he wanted to be doing.
I have remained in touch with Ramsey since the interview stages of this research 
were completed. Six months after our final interview, he stepped down from his 
position with the multinational that had acquired the company of which he was 
Managing Director. He and his former colleagues on the project team had written a 
draft of a case study about the Integrated Change Programme that he had launched. 
He was acting as strategic advisor to a start-up marketing consultancy company and 
was enjoying the role of being an “elder statesman” within a group of entrepreneurial 
young people. He was also considering a number of possible non-executive 
directorships but most importantly, he added, he was spending ‘quality time’ with his 
wife, planning the three or four holidays that they intended to take each year in the 
interesting places that he had visited during his career but, ‘never had the time to 
notice’.
He maintains contact with the leaders of the Integrated Change Programme. He acts 
as a mentor and coach to a number of directors and has become involved as an 
independent assessor-observer on the development centres that are conducted by 
an international publishing company for its top managers. He has bought a boat, on
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which he spends much of his spare time during the summer. He is busy, active and, 
as far as this observer can tell, content.
5. (x) Alton Barnes’ Story in Retrospect
Alton Barnes has always been interested in aeroplanes and in flying. He left school to 
work in insurance and, after his initial training, was very pleased to find a job with a 
major airline. Here he progressed rapidly as a negotiator with the major insurance 
companies worldwide on behalf of the airline. His task was to ensure that the airline 
obtained the best possible deals for the very large insurance premia that all airlines 
have to bear. The airline by which he was employed merged with another and 
Alton’s career progressed still further as he gained responsibility for claims 
administration and premium management for the combined airline.
He had by now risen to a senior, but highly specialised position in the airline industry 
and felt himself in danger of getting into a rut. He had become increasingly 
interested in the concept of risk management as an alternative to simply negotiating 
with the insurance market in attempting to minimise the cost of premiums. His 
thinking was that, if businesses were to manage the risks involved in their day-to-day 
operations more effectively themselves (i.e. more pro-actively) then, surely, the cost 
of premiums would be forced down. Effective risk management, he thought, would 
put an important area of managerial control back into the hands of the managers of 
the business, rather than leaving it to the vagaries of the insurance market.
He made it his business to learn all that he could about the embryonic discipline of 
risk management and began to introduce elements of good risk management 
practice into the small, specialist unit for which he had responsibility.
When the opportunity arose for Alton to establish a department of risk management 
within a major multinational company, which I shall call International Defence 
Developers, Alton jumped at it and joined the company at its prestigious London 
headquarters
When I first met Alton, he was Group Director of Risk Management based in the 
West End of London. The company had been on something of an acquisition spree 
under the impetus of the then Chairman’s vision of turning International Defence
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Developers into a diversified conglomerate on the model of America’s General 
Electric Corporation. It had acquired several other major businesses as part of the 
Board’s diversification strategy. While some of these businesses slotted comfortably 
into the company’s existing portfolio, others appeared to outsiders to be strange and 
extremely high-risk acquisitions. Some of the acquisitions were regarded as 
controversial from a political perspective as they involved the direct purchase of 
former government owned assets, which some saw as having been sold off too 
cheaply. The company was also a significant member of various international 
consortia that had high potential, considerable prestige and carried significant risks, 
but which the U.K. government was anxious to see succeed.
Alton told me that the Chairman and Finance director were regarded as “corporate 
whiz kids” and the high-risk nature of their investments had put the Director of Risk 
Management very much under the spotlight within the company. His task was to pull 
together a consistent risk management strategy across all the diverse organisations 
and businesses that formed the constituent parts of the International Defence 
Developers Group.
But the cultures of the constituent business were also diverse. While Alton was 
successful in persuading each of the businesses to establish its own risk 
management organisation within its finance function, he found it difficult to establish a 
common approach across the different units, nor could he persuade the finance 
directors to see their risk management departments as other than, “insurance 
departments under a fancy title”.
As a Group Director, Alton’s role was to set the company’s risk management policy 
and to ensure that the subsidiary businesses conformed to it. However, in the event 
that they failed to conform, he discovered that he had little or no authority to ensure 
their compliance. He tried a variety of approaches. For example, he organised 
conferences and workshops; he consulted; he ran team-building events. Sensing, 
either consciously or intuitively, that he was a specialist, knowledge worker operating 
in a power culture, he hired a tough Financial Controller and a Compliance Manager 
who, he hoped, would together be able to get his messages across when his efforts 
at persuasion and reasoned argument proved insufficient on their own.
The Risk Managers in the business appeared to see this tactic as a sign of weakness 
on Alton’s part. “If you don’t do as I say, I ’ll set my thugs onto you”. His situation was
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made more difficult because within his own, Group function there were a number of 
managers who also were not committed to his vision of how a Risk Management 
function should be developed. Particularly when it included the management of 
relations with the insurance market as an important activity but not as a driving force. 
These managers tended adopt a more conservative or traditional broking and claims 
management approach, frequently at the expense of Alton’s risk management 
policies. Inevitable this damaged the links with the Risk Managers in the business 
units. After all, if members of Alton’s own staff were reluctant to commit to his stated 
approach why, then, should they?
Relations appeared to be moving towards a showdown when events overtook the 
company. The Chairman, Chief Executive and Finance Director resigned and a new 
top management team was brought in.
As it happened, the new Finance Director was very supportive of Alton’s ideas and 
approach and took an active role in promoting them. One disastrously under- 
performing subsidiary was disposed of cheaply and the company embarked upon a 
major re-focussing and culture change programme, emphasising the core 
businesses, value engineering and effective cost management.
Under the new regime Alton was able to make considerable progress in terms of 
developing his corporate, risk management policy. Recognising, perhaps, his 
limitations as a director-leader, he re-structured his Group organisation, putting the 
Compliance Manager onto a consultancy contract, encouraging some of the ‘old- 
guard’ insurance managers within his team to move on and promoting a bright 
young, professional risk manager to provide the day-to-day operational link with the 
subsidiary businesses, in the role of Operations Risk Manager. Alton and the 
Controller concentrated on policy development, performance management and 
review and on the establishment of offshore captive insurance companies, through 
which they could exercise greater influence over the costs of insurance.
The Operations Risk Manager appeared to have greater success in establishing a 
level of collaboration, between the Group and the operating businesses than Alton 
had been able to achieve. He persuaded these managers that they needed to evolve 
away from insurance management and from the “doing” of risk management, 
encouraging them to take greater responsibility for the assessment and management
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of risk themselves. This meant that the business unit risk mangers became 
persuaders and advisors, rather than operational, backroom specialists.
Alton was very pleased with the success that the young manager, his protégée, was 
having and spent more and more of his time with his Group colleagues, some of 
whom were increasingly critical of his leadership style. At the same time the 
Operations Risk Manager was becoming somewhat frustrated by what he saw as 
Alton’s reluctance to champion the developments that he himself had called for, that 
the Operations Risk Manager was delivering but which seemed to him to lack the 
unequivocal backing of the Group Director, their originator.
So, while expressing considerable pleasure at the successful movement towards the 
implementation of the vision that he had had for Risk Management within the 
company, Alton appeared to find it extremely difficult to capitalise on it personally.
He was then faced by two major crises. The Controller was accused of financial 
impropriety and suspended while the internal audit team investigated the allegation. 
Alton was deeply shocked by this event. In the first case the Controller had become 
something of a mentor as well as a close friend. Secondly, while he could not 
believe that the allegations were true, if they did prove to be true, how was it that he 
had been unaware of the impropriety that was taking place under his nose? What 
did this say about his own senior managerial capabilities?
The second crisis occurred when the Operations Risk Manager announced that he 
had been headhunted and that he intended to leave to take up a senior position 
within a major oil company.
Both these crises brought Alton back into the Group Risk Management departmental 
management role. He enlisted the help of the Finance Director and between them 
they persuaded the Operations Risk Manager to stay on in a considerably enhanced 
role. Whether Alton recognised the implications of what he was doing at a time when 
the investigations into his Controller had inevitably raised questions about his 
judgement, I do not know because events overtook him once again.
International Defence Developers announced that it was merging with its biggest U.K 
competitor, itself part of another conglomerate. Its parent company was keen to 
raise cash to finance its wish to be at the forefront of the information and
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telecommunications revolution and International Defence Developers was anxious to 
be able to have sufficient business muscle to become a player in the global defence 
business. The merger was highly attractive to both parties and was eventually 
blessed by the monopoly regulating agencies in the UK, the EU and the USA.
The merged company completely restructured its approach to the role of corporate 
management and to the links between the corporate headquarters and each of the 
strategic business units within the company. Group Risk Management was 
subsumed within the company’s Audit function and the old battles between Group 
and the businesses were rendered irrelevant, because the standards that Alton had 
laboured for so long to get accepted by the businesses were incorporated into the 
performance management system in terms of which all the businesses within the 
Group were audited.
He described the impact of these sudden changes to me, as being similar to having 
spent one’s whole life trying to climb Mount Everest and suddenly being taken to the 
summit, piggy back on someone else’s shoulders. He was becoming increasingly 
distressed about the on-going investigation into the allegations concerning the 
Controller. The latter had become extremely unwell and Alton felt that he might be 
becoming the subject of a personal vendetta on the part of some individuals within 
the company’s internal audit team. The investigations had gone on for over a year 
and nothing had been proven. The angrier Alton became, the more he found his own 
position in danger of being compromised. Meanwhile the Operations Risk Manager 
appeared to be going from strength to strength and the standing of Risk Management 
as a discipline was growing higher and higher within the company.
One of the consequences of the merger between International Defence Developers 
and its former competitor was the need to combine their two pension funds. When 
the arrangements were announced, it was stated that the final salary schemes of the 
merging companies would be abandoned in favour of a money purchase scheme. 
Employees who were over a certain age (I believe it was 55) were invited to transfer 
to the new fund for the remainder of their service or, in certain circumstances, to take 
early retirement with an enhanced pension under the final salary scheme.
Alton told me that when he had, “looked at the numbers”, he had concluded that 
there was no question but that he had to take the money and early retirement. There 
was no point in his staying on. The vision that he had had for a company-wide risk
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management strategy, for which he had battled for so long, had suddenly been 
implemented with little or no involvement on his part. The dynamism within the 
revised risk management function was being provided by his protégée rather than by 
himself, and the bitter taste left by what he saw as the vendetta against his Controller 
had caused him to lose respect for some of his board colleagues who had failed 
come to this manager’s defence. He also indicated that he felt that his own credibility 
had suffered because of the investigation of his most senior manager. “Mud sticks” 
he said somewhat bitterly.
Once taken, Alton’s decision to go was quickly implemented. The Operations Risk 
Manager was nominated as Alton’s successor and he and the Chief Auditor 
commenced planning the re-structuring of the central, group function along the lines 
that Alton had always wanted but for some reason had never quite been able to 
cause to happen.
My final meeting with Alton took place long after thé fieldwork for this research had 
been completed and a couple of days before he left the company. We met in his 
office and I had the impression that he would rather have left sometime before. I 
asked him what his plans were for his retirement. “It’s going to be wonderful, ” he 
said, “there are so many things that I want to do”. I asked him what they were and he 
listed a number of tasks in the garden, some places that he wanted to visit and 
added that he wanted to improve his golf. But then he came to a stop, caught my eye 
and I felt a sense of panic. I hadn’t said anything, but Alton said, “You’re right. I don’t 
really have any plans and I really don’t know what I am going to do but I expect I ’ll 
manage. Shall we go and have some lunch?”
Over lunch, Alton told me that the allegations against the Controller had all been 
dropped and the Company’s lawyers and the Controller’s were negotiating a 
substantial financial settlement. Alton thought that the Controller would never work 
again. “He’s been destroyed.”
Of all the stories in this study, this one seemed to me to be one that was most full of 
loose ends and unresolved issues.
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5. (xi) Reflections on the Stories
The experience of writing the stories of the nine change directors as they were 
lodged in my memory, supported by my journal notes was of significance for the 
overall research process. At the time that I wrote the stories in the form that they 
appear above, I had conducted very little analysis of the data. Indeed, at this stage 
not all the tapes had been transcribed and linked to my interview notes. As 
mentioned in section 1 of this chapter, the attempts that I had made to engage myself 
in the process of analysis had largely failed. My own perception of the cause of this 
failure was that it had come about because of the connections that I made between 
my own state of mind at this time and the difficulties that I recalled that many of the 
directors had experienced or were experiencing in their own lives.
Perhaps not surprisingly, jt  was suggested to me that I was experiencing a mild 
depression at this time. I was also concerned to ensure the survival of the 
consultancy practice that I had run for the previous ten years with my late business 
partner who had also been a close friend.
Writing the directors' stories, as I understood them at this time, was a helpful process 
to me in putting my own experiences into their wider context. One impact of the 
‘discrepant events’ (Louis) from my life outside my research project appeared to me 
to be that I had considerably reduced the range, scope and sensitivity of my 
perspective towards the wider context within which my research was located. 
Moreover, as mentioned earlier, I was overly focussed on the negative aspects of the 
directors’ experiences in a way that reflected my own mild depression rather than the 
general tone of what the nine directors had told me during the course of our 
conversations. My perception was significantly coloured (or rather devoid of colour) 
reflecting how I felt about their stories rather than by the stories themselves. The act 
of writing them down helped me to restore some degree of balance in the way in 
which I experienced them.
But it also changed the nature of my relationship with the data from which the stories 
were derived, insofar as the process of recording the stories in retrospect served to 
reinforce my own sensemaking processes in the absence of any examination or 
diagnosis of the directors’ own.
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Inevitably, elements in their stories had a particular resonance with my own 
experiences, not only with those recent circumstances that had caused me such 
difficulty with the data, but also (and not at all surprisingly) with many other 
experiences in my recent and more distant past. I found that, for example, I was 
using my perceptions of the directors’ stories as metaphors that were helpful to me in 
addressing organisational issues with which I was concerned in my consultancy work 
in precisely the same way that my operational research colleagues and I had drawn 
metaphors from one scientific discipline and applied them in different contexts as a 
means of shedding light on otherwise intractable problems.
When I finally came to reviewing the transcripts, analysing the data, seeking unique 
experiences and common themes, building classificatory frameworks and models, I 
did so within the context of my recollections of the encounters with each director that 
was now many months in the past. These recollections had now been reinforced by 
the stories as I had written them, rather than as they had emerged from the data 
itself.
As a consequence, I found that I needed to review my understanding of the nature 
and requirements of the process of heuristic inquiry and to determine whether or not 
it had been ‘contaminated’ by the events in my own life. Once again I had cause to 
appreciate that the process of qualitative research is fundamentally different from that 
of the disinterested, objective observer that I had understood my previous research 
studies and action research assignments had required me to consider myself to be.
These issues are explored in the following chapter.
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Chapter 6: Heuristic Inquiry: Immersion and Incubation
“The problems of life are not like a Rubik’s cube”
Mitroff and Kilmann, 1984
Overview
The Chapter reports the experience of what Moustakas defines as the heuristic 
processes of ‘immersion’ in and reflection upon the research data gained from 
the interviews with the directors over an extended time period. Additional data 
sources are introduced concerning the directors’ expressed decision-making 
preferences between analytical and belief based processes; these are linked to 
their perceptions of organisational change at different levels. Narratives from 
the interview data are examined in the context of a variety of theoretical models 
as part of the heuristic process of incubation and effort after meaning.
6. (i) Immersion and Reflecting: Change Projects, Sensemaking and the 
Effort towards Meaning
I had conducted thirty-three interviews with the nine directors over a period of nearly 
four years in order to gain some insight into how they experienced the processes of 
change and how they made sense of the circumstances in which they found 
themselves as they sought to bring about the changes for which they saw 
themselves as accountable. But I was also seeking greater insight into my own 
sensemaking processes, as during the stages of the research, I was experiencing a 
succession of unplanned life changes while continuing with my own consultancy 
work, which was itself concerned with issues of organisation design, development 
and processes of organisational change.
The experiences of the directors and the issues raised by them in our discussions 
provided a constant and kaleidoscopic background to everything that I was doing 
during this period. I came to appreciate the significance of Moustakas’ observation 
that during this phase of heuristic inquiry, “the researcher lives the question in 
waking, sleeping, and even dream states” (Moustakas, 1990, p.28).
Over the first two years of the research, during which time the majority of interviews 
were in progress, I seemed to be almost totally absorbed by the issues that they 
raised and by my responses to them. For example, I noticed how the language used 
by the directors was rich in metaphor and images that expressed the emotions and 
feelings that they associated with the changes in which they were involved and as
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they were affected by them as they progressed. These struck me as being in marked 
contrast to the language and metaphor of much that was written about management 
and corporate governance at about the same time. Much of this language could be 
characterised as being dominated by ‘hard terminology’. Organisations were things 
that could be ‘engineered’, ‘re-engineered’, subject to ‘process reviews’ and reduced 
to their ‘core competencies’. These ‘core competencies’ could be identified through 
processes of rigorous analysis and assessed in order to determine whether they 
were appropriate to the achievement of corporate or strategic intentions and if not, 
could presumably be reshaped so that they would be. Organisational values could 
be determined by focus groups and could be codified and issued to employees and 
hung on the walls of a company’s reception areas and corporate offices. As pointed 
out in chapter 2, these values had a tendency to be remarkably similar between 
different organisations, even when their corporate goals were quite diverse or even 
contradictory. The language used may have suggested a need for revitalisation 
supported by change management programmes to be supported if not delivered by 
members of the burgeoning management consultancy profession. But it also carried 
the suggestion that there was a code or formula that could be cracked by change 
drivers who were sufficiently smart and appropriately supported.
The change drivers of the study were much more tentative in their language. They 
may have had a passionate belief in the power of the brand and in the alliances that 
they had developed over their careers (Baddesley Clinton). They may have become 
convinced that current ways of doing things were decadent and needed to be swept 
away and that no clear vision of a corporate future could emerge until current bad 
practices had been replaced (Ramsey Mereside). They may have wished to satisfy 
themselves that they could successfully overcome the hurt that they had sustained 
from a past setback (Acton Trussell) or had a very clear perception of what their 
organisation might be like at some point in the future when their change goals were 
realised (Carlton Rode and Alton Barnes). They may have made use of re­
engineering consultants and participated in corporate values programmes. But their 
language was characterised by and sensitive to the uncertainties of the environments 
within which they operated, rather than by the rigor of the methods and systems that 
they employed. The manner in which they managed within this environmental 
uncertainty varied from individual to individual and the fact of these variations in 
personal and managerial approach was something that only began to emerge from 
the process of extended immersion in each change driver’s story. But the starting 
point lay in the researcher’s noticing that there was a contrast between the language
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and metaphors that characterised the literature and that used by the change drivers 
themselves. Most if not all of them were familiar with aspects of the literature that 
were of particular relevance to the kinds of changes that they were managing. But it 
seemed that this language was that of a sanitised organisational world, characterised 
by complex technical puzzles that were capable of solutions that would prove to offer 
the ‘right answer’. All these puzzles were capable of correct solutions provided that 
the most relevant techniques were applied by the best leaders, sharing the 
appropriate values.
The nine change drivers in the study were concerned to bring about changes that 
would contribute to the resolution of problems in their organisation that were messy, 
and unstable with unpredictable consequences, subject to different interpretations by 
colleagues and staff and where the outcomes were frequently acknowledged to be 
capable of generating new problems that could be as great or even greater than 
those that they were currently confronting. Their progress in driving change was 
intermittent and constantly subject to surprise or ‘discrepant’ events originating both 
within the organisation of which the change driver was a key member, within the 
wider organisational environment or, in the case of several directors, in the personal 
health and well-being of the change driver himself (Guiting Power, Ramsey 
Mereside, Baddesley Clinton and Monkton Wylde).
It seemed to me, that the language of many of the formal management texts on 
reengineering and change management [Hammer & Champy, (1993); Moss Kanter, 
Stein and Jick, (1992)] appeared to have the effect of laying down a comforting mask 
of apparent certainty over the face of the reality of management experience. Such 
experience appeared to me to be far more tentative and intuitive than planned and 
systematic in the ways that much of the literature seemed to me to be suggesting it 
could be (or should be).
The experiences of the directors seemed to support my perceptions. While they 
might have a set of clearly defined aims, together with a programme, a set of 
planning milestones and a network of subsidiary projects, that were designed to 
ensure controlled progress towards the achievement of their change objectives, they 
were continually having to address issues that developed within their organisations 
and beyond that threatened, changed or, in some cases, totally superseded those 
objectives.
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In October 1998, I was invited to give a paper at an international conference of 
management and organisation development practitioners in Edinburgh. For the title 
and theme of the paper I chose, " Leadership, Transformation and Organisational 
Survival” and argued that what I saw as an over-dependence on rational, positivist or 
‘scientific management’ models had bred a generation of managers labelled 
“certainty junkies” by Mitroff and Kilmann (1984). These were managers who gave 
every appearance of being convinced that the application of more and more 
computer based analysis would guarantee the ultimate emergence of the “right” 
solution to any managerial or organisational problem, no matter how complex it might 
be.
Mitroff and Linstone (1993) distinguish between four levels of, “ways of knowing”:
Level 1 : Agreement
-  As when a group of experts analyse a 
problem and come to a consensus as to its 
causes and as to possible solutions.
Level 2: The World as a Formula
- As when a solution to a problem is sought by 
thinking of a system as though it were a 
machine. By breaking it down into its basic 
constituents and analysing their dependencies 
the correct solution will eventually emerge.
Level 3: Acceptance of Multiple Realities
- Such as where the acknowledgement of 
uncertainty itself becomes a fundamental 
characteristic of the process of knowing and 
even of knowledge itself.
Level 4: Conflict
- Where meaning attribution is an emergent 
process arising from taking a position vis-a-vis
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two or more divergent standpoints. As a 
consequence of witnessing an intense, explicit 
debate between two polar positions, the 
observer is in a much stronger position to 
know the assumptions of the two adversaries 
and, as a result, clarify his or her own 
assumptions. Meaning emerges within its 
context.
As noted in Chapter 1, Mitroff and Linstone argue that much of our thinking has 
become ossified around Levels 1 and 2 and that much management thinking, in 
particular, is stuck at Level 2.
At the Edinburgh conference in late 1998, by way of illustrating the way that the 
language of management has become increasingly distanced from the experience of 
managing. I provided the text of an advertisement for the appointment of a senior 
public sector manager that had appeared in a national newspaper at the time of the 
conference. The text of the advertisement emphasised that the position called for a,
dynamic, hard-nosed, i.t. literate, professional executive, thoroughly 
versed in the application of the principles of value-based management at 
the cutting-edge of modern management practice, capable of leading a 
team of thoroughbred professionals in building a service that will be a 
benchmark within a public sector environment.
While acknowledging the common use of hyperbole in advertising copy, I felt that this 
particular advertisement was notable for its lack of use of any terms that suggested 
empathy, feelings or care. This lack struck me as being particularly shocking given 
that the advertisement was for a Deputy Director of Child Care Services within a local 
authority’s social services organisation.
I felt that I had become especially sensitised to the issue of management language 
as expressed in the literature, job advertisements and value statements as a 
consequence of my early interviews with the nine directors in my study of change 
drivers. As part of the initial process of data collection, I had asked each of the 
directors to complete the Margerison-McCann Team Management Profile (TMP) 
(Davies, 1992). This is an increasingly popular tool derived from Jungian psychology 
and having the same psychological base as the Myers-Briggs Type Indicator (Isabel
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Briggs Myers and Peter B. Myers (1980). The Instrument has been validated by the 
British Psychological Society Bertram ed. (1995) and measures work preferences on 
four dimensions:
Work Relationships:
o Extroversion ------------------------------------  Introversion
Information Handling:
o Practical --------------------- ---------------  Creative
Decision Making:
o Analysis Beliefs
Work Organisation:
o Structured Flexible
At this stage in the inquiry, I became particularly interested in the third (decision 
making) dimension of the index and to explore whether or not I could discern any 
patterns in the nine change driver directors’ approach to decision making as revealed 
by their TMS preferences. I noted that seven of the nine had expressed a preference 
for taking important managerial decisions based primarily on an analysis of the 
presenting facts, while the remaining two expressed a preference for basing their 
decisions primarily in terms of an underlying set of principles or beliefs. The two 
positions are not mutually exclusive, the preferences of the directors simply indicated 
the relative weight that they would characteristically give to analysis or to belief in 
their decision-making.
Those who expressed a stronger preference for making decisions based on analysis, 
displayed a tendency to let their decisions follow logically from the ‘facts’ as they 
presented themselves to them. They had little or no difficulty in modifying or changing 
their decisions in the light of newly emergent ‘facts’. Those who expressed a 
stronger preference for taking decisions based upon a set of underlying principles or 
beliefs were more inclined to use the facts that presented themselves as means to 
affirm or disaffirm the actions and decisions already taken and that they were driving 
the change process in the Tight’ direction (i.e. in the direction determined by their 
principles and beliefs).
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The section of the Team Management Profile under consideration at this point takes 
the net ‘scores’ on a 30-0-30 continuum derived from a range of responses to sixty 
questions. Thus, .for example, an individual might ‘score’ 20/30 on the Analysis 
dimension of the continuum and 15/30 on the Beliefs dimension giving a net ‘score’ 
of Analysis 5.
The distribution of net ‘scores’ on this dimension for the nine directors, presented in 
the sequence: highest analytical preference to highest beliefs preference in decision- 
making was as follows:
o Brent Pelham: Analysis 27
o Alton Barnes: Analysis 25
o Guiting Power: Analysis 18
o Ramsey Mereside: Analysis 14
o Monkton Wylde: - Analysis 11
o Acton Trussell: Analysis 08
0 Baddesley Clinton Analysis 02
o Carlton Rode Belief 08
o Bowers Gifford Belief 11
I considered whether or not the sequence might suggest anything to me about the 
directors' in the light of the interviews and stories that they had told me. Did the 
ranking make any kind of sense to me? The research undertaken by Davies (1995) 
suggested that all but one of the ‘scores’ (that of Baddesley Clinton) are robust, in the 
sense that a retest would produce the same or very a similar result: By taking the 
pair of directors with the strongest analytical preference and the pair with the 
strongest belief preference I asked myself whether or not their preferences displayed 
themselves in any particular way through the stories that they had told and through 
their responses to the events that they had experienced during the period in which 
they had been involved in my research.
Brent Pelham (who I had labelled a ‘navigator’) had described his role as being 
primarily concerned with keeping the organisations for which he was accountable ‘on 
course’ through a range of changes that were necessitated by developments in their 
environment. He did not know what the final outcome would be because he saw 
himself as engaged in a process of continuous flow over which neither he nor anyone 
else could exercise control. All that could be done, he had, said was to read the
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signs and act to maintain the direction that his political masters, with some influence 
from Brent Pelham himself, had determined that the organisation should be taking. 
Managing the change process was something that he did through a process 
successive adjustments and subtle manoeuvres based upon a thorough analysis of 
the presenting facts. As such, he acknowledged that he could appear somewhat 
detached from the changes for which he was accountable, while never appearing to 
lack commitment to them, being concerned to maintain their general direction, 
without ever appearing wedded to any one specific outcome.
Alton Barnes (labelled a ‘missionary’) in contrast knew exactly where he wanted to 
be. This was to have created a situation where Risk Management was seen to be an 
integral part of any senior manager’s responsibility within the business units of his 
company and where the cost of insurance premia was being steadily reduced as the 
company became more successful in anticipating and taking appropriate action to 
minimise the risk of catastrophic business loss. Though entirely clear about where he 
wanted to be, he appeared to be much less certain of precisely how he was going to 
get there, nor of how he might persuade others to join him. The facts, he seemed to 
think, should speak for themselves. When people understood the facts, it would be 
clear to them what they needed to be able to do. When he discovered that people 
appeared to lack clarity and uniformity in their interpretation of the same or similar 
‘facts’, his response tended to be develop a regulation or procedure giving them 
precise guidelines, through a Risk Management Manual, for example.
Both directors had a tendency to rely on facts and data as the key determinants of 
the actions that they took.
The role of their preference for belief-based decision-making manifested itself in quite 
different ways with Carlton Rode and Bowers Gifford. Carlton (labelled an 
‘evangelist’) indicated very clearly his vision of what his organisation could become 
and sought to lead his managers and staff to the realisation of that vision. He was 
strongly resistant to the idea of publishing a detailed mission statement for his 
organisation or any written summary of the organisation’s key values. He was much 
more anxious that his actions and behaviours, and those of his board and senior 
managers, as observed by his staff should be the key determinant of the 
organisation’s direction and values, rather than any more formally expressed 
summary statement or formalised set of ground rules.- His position seemed to be one
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of giving direction by personal example and acting in ways that would always be 
consistent with his stated principles.
Bowers Gifford (who I have described as an ‘observer’) did not see himself as a 
change driver at all, but as a guardian of the ethics of the processes that were 
employed in managing the changes in his organisation. In an earlier role he had 
acted as a ‘whistle blower’ when he and a colleague had discovered significant 
shortcomings in the practice of corporate governance by other, senior board 
members. He displayed a strong commitment to the company’s employees and to 
ensuring that things were done ‘properly’. He was close to both the company’s Chief 
Executive and its Chairman who were quite frequently in conflict. He described his 
role as being one of keeping the changes on track and acting as keeper of the 
company’s conscience.
I reflected on these images and acknowledged that it was perfectly possible that, 
while expressing a preference for taking decisions based upon analysis, experienced 
directors might do so within a framework of deeply held, underlying principles and 
beliefs. Ramsey Mereside, for example, was ranked fourth in the strength of the 
directors’ preferences for taking decisions on the basis of an analysis of the 
presenting facts. But his starting point, as expressed during our interviews had been 
a fundamental belief that his company’s present manner of operation was morally 
wrong. In his view, management had in the past acceded to the demands of trade 
unions in order to maintain a comfortable life-style at the expense of the shareholders 
and at the cost of a long-term decline in the company’s market share, profitability and 
performance. It was his sense of moral indignation that had started him on the 
change process but his powers of analytical, thinking that determined how he went 
about managing it.
O’Neil (1996) suggests that,
each of us forms an overarching vision of what his or her life ought to be,
guided by beliefs that are often private or unstated.
I could add that these beliefs might also be unacknowledged and unrecognised. 
Ramsey Mereside was very clear about his sense of moral indignation having been 
the trigger for the changes for which he was accountable. While the triggers for 
Brent Pelham and Guiting Power appeared to be grounded in an in-depth analysis of 
their own and their organisation’s circumstances, Alton Barnes, who had recorded 
the second highest preference for analytical decision-making, appeared to be driving
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his changes on the basis of his passionate commitment to the discipline of Risk 
Management and to be puzzled and upset when others seemed not to share his 
passion and vision.
In consequence, I concluded that directors and managers may genuinely believe that 
they prefer to take their decisions based on analysis, being strongly guided by a 
second belief that this is the way in which they ought, as directors and managers, to 
take their decisions.
These reflections led me to the following thought process:
□ Most organisations are subject to major, continuous and accelerating change.
□ Organisational change is always painful, requiring radical shifts in ways of 
thinking, perceiving and behaving.
□ Such pain must extend to those who are the initiators of such change. This is 
partly a consequence of the uncertainty, risk and fear of failure that comes from 
initiating change, and partly because they cannot but be aware of the negative 
consequences of the changes for those who do not “survive” them or who are at 
least negatively affected by them. This, in turn, may lead them to block out their 
own negative feelings, leading them in turn to deny those of people who have 
survived the changes.
□ Some of the discomfort and distress experienced by those driving major changes, 
made as a consequence of decision-making processes based on a predominantly 
analytical work preference, may well arise from a conflict between the decisions 
made and the underlying beliefs that the decision makers hold. It is possible that 
they may have only limited awareness of what these underlying beliefs are. 
Where the change driver is starting from a strong preference for belief-based 
decision making, the focus of his approach to change may be different from that 
of someone with a preference for decision making that is more analytically 
determined. In this context, it is interesting to note that the two directors in the 
study whose preferences were primarily belief based were engaged in change 
processes that were seen as primarily remedial or protective of a set of ethics or 
values. Those whose decision-making preferences were most strongly analytical, 
saw the change processes in which they were involved as being either as
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concerned to ensure that the organisation maintained a course through an 
externally driven flow process or that it led to the realisation of a clear and 
rationally determined end-state or outcome.
□ In order to alleviate the discomfort and distress, the decision may be taken, once 
again based upon an analytical work preference, to make a public re-statement of 
the values of the organisation.
□ In order to clarify what these values are, a process of rational analysis and 
decision making is employed and may lead to:
“The kinds of values and beliefs that we think that we ought to hold if 
we are to be survivors in the new world order”.
□ But does it follow from this that those who articulate the values of post-downsized 
or reengineered organisations do, in fact, believe them? Or is it more likely the 
case that their analysis tells them that they need to believe them? As Handy 
(1997) has commented, “Beliefs surface when the facts run out or when the facts 
are not yet proven. ” (p.81 )
In writing the Edinburgh conference paper, I reflected on the fact that, to date 
(November 1998) of the nine directors in the study, two (Monkton Wylde and Ramsey 
Mereside) had developed serious, potentially life threatening illnesses since agreeing 
to participate in the research. Another (Acton Trussell) had decided to move out of 
his director’s role as soon as the opportunity arose; Ramsey Mereside’s company 
had been acquired by a larger business from abroad, as a consequence of which he 
had lost his position and two others were no longer in the positions that they had 
occupied when I had first asked them to participate in my research study (Guiting 
Power and Baddesley Clinton). By the time that I completed my interviews, only 
Brent Pelham and Carlton Rode remained in the positions that they had occupied at 
the time at which the study commenced.
As reported above, I noted that seven of the nine directors in the study had 
expressed a preference for basing their decisions on an analysis of the presenting 
situation while the other two suggested that their preference was to root their 
decisions in an underlying set of strongly held principles or beliefs. Neither of these 
two reported their experiences of the change process in terms that suggested that
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they had experienced any kind of personal crisis or trauma associated with the 
changes, though both indicated that they had been strongly challenged as they went 
through the management and direction of the change processes in which they were 
engaged.
I acknowledged that the paper was speculative. At this stage in my research, I was 
still sufficiently confident in my long established positivist approach to recognise that 
such observations could have little or no validity in terms of any statistical analysis, 
and I was not yet sufficiently confident in the qualitative, heuristic approach that I had 
embarked upon to attempt to derive anything deeper from them in terms of 
sensemaking and meaning attribution.
I offer these illustrations of the way that I was, consciously or tacitly immersing myself 
in the research data, the experiences of the change drivers and their descriptions of 
them and in my own feelings and emotions with regard to what I was hearing.
In the autumn of 1999, I joined with an American colleague to present a paper at the 
Fourteenth International Organisation Development Association (IODA) Conference 
in North Carolina. Here again, I was significantly influenced in what I wrote by my 
reflections on the experiences of the change drivers:
In the work that I am doing with the “Change Drivers”, I am struck by the 
number of times they use phrases about how much they love their work, 
the company, the buzz, etc. But what about the people? I suspect that, 
were I to ask them how they feel about them and whether they relate to 
them in the same terms, they would react with embarrassment and seek 
to change the subject as quickly as possible! It is still not quite acceptable 
to talk openly in such terms in UK organisations, perhaps it is more so on 
this side of the Atlantic. But they do, they love the people in the 
organisation with caring and compassion and, when they downsize and 
reengineer, “letting their people go”, they seem to get stressed, they get 
sick with depression, and heart disease. They tend to put this down to 
over-work and to lack of exercise. But I suspect that it is more a 
consequence of their denial of their own feelings about the meaning that 
their actions have for themselves at a deeply personal level. Most of them 
have had little opportunity or seem to know of no means by which to 
express their feelings about these issues. But this does not mean that 
they do not have them nor that they do not care.
“Shadows and Light: Paradoxes of Organisational and Personal 
Development”, Judy Hoy and Graham Robinson, IODA, 1999
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As I reflected on such concerns, I found that I was beginning to become even more 
uncertain about my own consultancy practice and its direction than I had been when I 
had attended the workshop with Stuart and Critchley in 1995. The uncertainties to 
which I observed the directors in the research study were subject were also having a 
professional, personal and emotional impact upon me. I became, if not less 
professionally confident, then certainly much more questioning about what exactly it 
was that I was doing and, perhaps more significantly, what I wished and felt that I 
ought to be doing.
Around this time, I became aware of a shift in my own way of thinking about the 
issues that are involved in processes of organisational change. Despite my 
understanding of organisational change as a process involving a great many facets 
(some open, some hidden, some planned, some unplanned) and operating at many 
• different levels, I came to appreciate that this understanding was largely, intellectual 
rather than experiential. Thus, when the change driver directors’ changes were 
disrupted by unpredicted or unplanned events, I tended to view such events as, 
“knocking the change off course”, and wondering how or whether the change driver 
would be able to bring the change process, “back on track”.
I came to realise that this involved me in the error of becoming overly focussed or 
. trapped t y  my attention to one part and perception of the change process: that which 
was the primary goal and-interest of the change driver himself and the particular 
organisational change that he sought to control. Some years previously a director- 
(who was not involved in this research study) had described his role to me as being 
similar to that of. an illusionist or conjuror. It was, he said, his. responsibility to create 
the impression that there was an overarching, grand design or strategy behind the 
change, that there was someone who understood what it was and, finally, that he 
himself was that person. In fact, he said, while there was some general sense of 
purpose and direction, a notion of where he and his board colleagues wished his 
company to be and where it should be heading, the level of environmental 
uncertainty was too great for their to be any ‘grand design or strategy’ that brought 
together all the diverse strands of his company’s activities. But without someone in 
his role, creating the illusion of such a strategy, he suggested, people in the 
organisation would become anxious and confused, ceasing to focus on the tasks 
that, if successfully undertaken might just cause that grand design or strategy to 
become a reality. Like the actor in a theatrical drama he saw it as his responsibility 
to help them to suspend their natural scepticism and disbelief. This particular
234
Change Drivers
director commented that he felt that he had become so good at this aspect of his role 
that, “I almost convince myself’.
Although he was speaking partly in jest, this director’s point has some validity. It is 
entirely consistent with Weick’s (1995) seventh property of sensemaking that states 
that sensemaking is driven by plausibility rather than by accuracy. The director as an 
illusionist conveys the impression that there is indeed, “a grand design, a strategy”.
People see and find sensible things that they can do something about, 
capabilities for action effect what is believed and what is rejected. What 
is believed as a consequence of action is what makes sense. Accuracy 
is not the issue. (Weick, 1995, p.60).
My initial entrapment in a single part and perception of the processes of change that 
were under examination would have, I suspect, had little relevance had my research 
study been of the same kind as those in which I had previously been engaged, as “an 
objective observer” in the positivist tradition. In such research, I would have 
identified a number of change drivers and their changes; interviewed them at the 
beginning and end of the change process (and possibly at some stage during the 
change as well), with a view to gaining an insight into how far the achieved change 
matched in practice that which they had anticipated or planned. I would also have 
sought to gain an insight into the processes by means of which they explained or 
made sense of any variances between the anticipated end state and that which was 
achieved in practice.
But heuristic inquiry does,not function in this neat and logical way. The researcher’s 
autobiographical involvement in the issues raised by the research question, are not 
only acknowledged in heuristic inquiry, they are crucial to it. So that when the 
directors spelled out the changes in which they were engaged, as a researcher, I 
needed to engage with them not as a disinterested, objective observer but as a 
companion (rather than fellow traveller), sharing in the illusion that they were largely 
in control of the processes for which they were accountable. “The immersion 
process”, argues Moustakas, (1990) “enables the researcher to come to be on 
intimate terms with the question -  to. live it and grow in knowledge of #"(1990, p.28). 
But the 'Yf’with which the researcher is coming to be on intimate terms is not a series 
of related statements of objectives and achievements, on which a gap analysis, for 
example, may have been performed. This latter is what Wilber (1998 -2) describes 
as a “Maf/ancT approach. On the contrary,
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virtually anything connected with the question becomes raw material for 
immersion, for staying with, and for maintaining a sustained focus and 
concentration. (Moustakas, 1990, p.28).
During this phase of the research, I maintained journal notes of my reflections upon 
the different changes that the directors were “driving”, of my conversations with them, 
of my reactions to them, and on the impact that their stories had upon me. Having 
explicitly made the commitment to conducting the study of their experiences of the 
change process over an extended period, as opposed to recording a series of “snap­
shots” at various stages of the change processes that each director was driving, I 
now realised that I would need to immerse myself in the study for a long period, 
possibly for between one and two years.
This perception was itself a consequence of my early entrapment in the directors’ 
own perceptions of the changes in which they were engaged as “projects”, activities 
that they appeared to view as discrete areas of activity within equally discrete 
organisations. In retrospect, they were much more like ripples or eddies in a 
continually flowing stream of experience that was shaped by a myriad of chance 
interventions, some of which went unnoticed, others of which resulted in radical shifts 
in direction (both organisational and personal).
Weick notes this tendency of people, especially of managers, to see themselves as 
engaged in projects (1995, p. 105):
As arousal increases and cues from the periphery are neglected, people 
continue to pay attention to the central project. But if the cues in the 
periphery were crucial contextual cues for the centre, then the loss of 
those peripheral cues may mean that the person doing the project gets 
better at performing something that now makes no sense to continue 
performing. The meaning of the task, as defined by the periphery, is lost 
as attention narrows. Life does not become senseless. Instead, it 
becomes empty.
Mitroff and Kilmann argue that,
we have trained the members of our culture to expect a daily dosage of 
highly structured-bounded exercises. The difficulty is that the problems of 
organizations and society have become highly unstructured and 
unbounded (1984, p.41)
Tannenbaum (1979) suggests that it is not simply a matter of a tendency to focus 
excessively on the (bounded) project upon which one is engaged at the expense of
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potentially significant events at the periphery of the system within which the project is 
located. There is also a second tendency to begin to pay more attention to the tools 
and techniques that one employs in order to tackle the project than to the reasons 
that one was tackling the project in the first place. Concern for technique begins to 
supplant concern for the client. Tannenbaum suggests that there is a significant 
temptation for developers (and, I would suggest, change driver directors) to become 
obsessed by or to fall in love with their techniques. He says that,
as practitioners, we are often so afraid of being ourselves that we need 
techniques, methods and a handy tool kit to fall back on to give us some 
security and support so that we don’t have to face ourselves as 
professionals and as human beings.
I also paid heed to the words of Sidney Jourard (1971) who writes that,
there are always technical ways of embodying a project, but these always 
reach an impasse (when) the seriousness of my commitment receives its 
test: am I committed to my theory and my techniques or to the project and 
to my client? (p. 159)
Weick, Mitroff and Kilmann, Tannenbaum and Jourard all draw attention to the 
negative consequences that can arise from a focus on the project (or task or change) 
at the expense of the periphery, the purpose or the client. These latter form the 
context within which the change process makes sense -  or not.
Three vivid illustrations of the way in which a focus on “the project” can assist the 
change driver in maintaining his attention to the change task, but leave him 
vulnerable and insensitive to cues from the periphery are offered from the 
experiences of some of the change drivers in this study.
My first interview with Ramsey Merside took place on March 20th 1997 and the 
second on May 5th of the same year. On June 20th I telephoned his office and was 
informed that two days previously he had been rushed into hospital and had 
undergone triple bi-pass heart surgery. I visited him the following week in hospital 
and that evening recorded these notes in my journal:
He seems amazingly well considering the seriousness of his situation and 
the significance of his operation. He too is surprised by this. He told me 
that he had been feeling increasingly tired over the past couple of months 
but that he had put this down to the stress of the change programme and 
the unwelcome intervention of [the majority shareholder] who has bought
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out the remaining shareholders in the company, effectively downgrading it 
from a pic to a division of themselves. Early last week, he says, he felt 
totally exhausted and was experiencing pains in his chest. He went to his 
GP and was whisked into the hospital.
He says that he now feels somewhat sheepish. He hadn’t noticed the 
shareholder creeping up on the company and now he has to admit that 
he had failed to notice the state of his heart, ‘creeping up on me’.
But he is very stoical. He said that X and Y (two of his mangers) had 
visited him in hospital earlier in the week and that he had asked them to 
write up their perceptions of the Change Programme. He has decided 
that he will write his own perceptions down as he convalesces. He 
described it as a sort of a ‘book of the film’.
He had bi-pass surgery less than a week ago and he’s talking about the 
book of the film. It isn’t easy to let go!
The second illustration of how people including, and possibly especially, change 
drivers, can let their projects obscure their peripheral vision and risk losing touch with 
the context of their change task is provided by Acton Trussell. At the beginning of 
one of my early interviews with him, he described the experience of losing his job as 
Finance Director in a multi-national company a year or so before he had become 
involved in this research study. He had, he said, been desperately keen to progress 
beyond a purely financial role and had eventually been rewarded with the Vice 
Presidency of the company’s businesses in Eastern Europe, in addition to his role as 
European Finance Director. He was so pre-occupied with his new Eastern European 
responsibility that, he said, he had taken his eye from the, “European financial ball”. 
There was a major downturn in the market and he had missed his financial targets by 
a significant margin and had been fired.
“At that time”, he said, 7 was motivated by fear of failure and, if you work 
on the basis of fear, you think about the thing you fear all the time. After 
a while it becomes the only thing you know, which probably means that it 
is inevitable that what you fear is what you can guarantee will happen”.
As a qualified Chartered Accountant and Finance Director with many years’ 
experience, he had been confident that he knew what it was that needed to be done 
as far as controlling the European financial operations of the company were 
concerned. He had delegated the bulk of the financial management task to a senior 
Financial Controller whom he knew well and who enjoyed his confidence. He felt 
less personal confidence in his new role of Vice President, Eastern Europe, but it 
was in this position that he really wished to prove to himself and to the organisation 
as a whole that he could succeed in the role of a senior generalist, director. Though
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excited and challenged by his job as Vice President, Eastern Europe, it also 
appeared to raise his levels of anxiety and, in Weick’s terms, may have caused him 
to narrow his focus from the periphery and the “bigger picture” \n order to concentrate 
upon his Eastern European ‘project’. One can speculate that the same, narrowing of 
his field of perception might also have occurred in the case of the Controller who too 
found himself in a bigger, more challenging role than he had held in the past. Being 
anxious to succeed, it is likely that the Controller’s field of vision also became 
restricted as he focussed on his ‘project’ as Acting Finance Director on behalf of 
Acton Trussell. In consequence it is likely that neither of them fully appreciated the 
changes that were occurring in the global market and the implications of these for the 
financial performance of the company’s European operations. Although in regular 
contact with one another, their communications did not alert them to the impending 
financial crisis faced by the European business until it was too late.
Although his company acknowledged that Acton Trussell had achieved a great deal 
in Eastern Europe, it saw his key responsibility as having been for the financial well­
being of its European operations as a whole. The price of failure in this key role was 
Acton’s job.
The way in which he described how he experienced losing his job, illustrates 
eloquently Weick’s comment on the consequences of loss of attention to the 
periphery of a project or organisation (“Life does not become senseless. Instead it 
becomes empty’).
It was like a physical hammer blow. I couldn’t speak. I couldn’t believe 
what had happened to me and was in shock. Once I came out of that I 
was immensely confused.
Interview with Acton Trussell 29.1.97.
When I interviewed him again some two years later he commented that his personal 
position in relation to his new role as a proprietor-director and change driver was still 
“fragile”: As I reflected on this significant element in Acton Trussell’s story, I became 
aware that the experience of being fired from his previous job had had a fundamental 
impact upon his approach to his new role. It was, perhaps, just as important a 
contextual factor within which one of his new roles, as a financial consultant, was 
located as were the events taking place in his client organisation’s market, the 
relationships that existed between Acton and his colleagues and his attitude towards
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the new change processes for which he was accountable. This is illustrated by his 
following observation during the same interview
I have yet to come to terms with the change. While I like the idea of the 
independent role, I’m not yet really secure in the role of the independent.
I haven’t got used to providing my own health insurance, car etc. It’s 
unfamiliar and not entirely comfortable. I’m not altogether happy not 
having my mates around.
Interview with Acton Trussell 29.1.97.
In a later interview I asked him whether the advice that he had received from an 
outplacement agency had helped him to make sense of what had happened to him 
when he was fired from his original company:
No, Graham, it was too soon. It was a mistake. What I needed was space 
and recovery time. I was in shock. This was just activity that filled up the 
space [that] I needed to sort out in my own mind what had happened and 
what it meant... I couldn’t come to terms with what had happened to me. 
In many ways I don’t think that I have now or that I ever really will ...I 
desperately wanted to replace what I’d lost, to turn the clock back. People 
had talked about the need to grieve and I had never really thought about 
it as applying to me. I now know what that means. I didn’t allow it for 
myself and that was a mistake.
Interview with Acton Trussell 2.9.1998
The emotional insecurity is the biggest thing and it isn’t really a financial 
issue. I talk to my financial adviser who tells me that, taking all my assets 
into account, I’m a millionaire. But that’s not the point. Before, I knew 
who I was, where I was headed and [now] I’m lost. I am still feeling that 
loss. I am still grieving two and three-quarter years later. Grieving? 
That’s a word I wouldn’t have thought could have applied to me in relation 
to my job. But it does. When I came out of shock, I was confused. I still 
am. Confused and scarred, badly scarred.
Interview with Acton Trussell 2.9.1998
He reflected on the issue again at our final interview:
Where am I now, five years on from leaving [name of company]? What 
has changed? How have I changed? I would say that I have gone into 
another world. I see things more simply. Multinationals don’t give [you] 
the intellectual space to use the resources that they’ve got. You never 
get the space to stop, to think, to reflect to put your life in its whole 
context as a person, as a parent etc. It’s all about career paths and the 
impact of the decisions that you take on your prospects (insofar as you 
think about them at all in relation to yourself). The multinationals have 
the resources and offer the carrots to attract the best and the brightest, 
but then they don’t give them the space to utilise the intellect that they 
originally brought with them.
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Looking back on it, we worked hard, we delivered, we were clever with 
the systems, the processes, but we never had, or made, the time to stop 
and think. You are transfixed by your career, your projects and your 
prospects. You become need driven, not purpose or meaning driven.
I guess now after five years, I am beginning to come to terms with myself. 
Though I still find myself asking whether I should go back to a 
multinational.
Interview with Acton Trussell 21.12.1999
I found these reflections very moving. It should be noted that they were made about 
a situation that had occurred over two years before Acton Trussell had become 
involved in the research study. The bulk of each of our conversations had focussed 
on his new roles and the changes that he was endeavouring to bring about as he 
carried them out. But in each interview, he returned to this past experience and the 
deep pain and resentment that he continued to feel.
I feel like someone who has fallen off an ocean liner, because even
though I've discovered that I can swim, I can’t escape the fact that I
know the liner is still steaming away [from me]...it’s out of reach with its 
bright lights...
Interview with Acton Trussell 2.9.1998
My third illustration of the possible consequences of a change driver’s losing touch 
with the periphery or context of the change for which he is accountable is provided by 
Baddesley Clinton speaking during our conversation on 29th April, 1998.
GR: My last question really is, looking back on all that, on all those
change processes, in terms of lessons learned, are there any things that 
you would say now, if you were advising a young Baddesley Clinton just 
about to join [name of company]?
BC: Well, I would say this. Sadly,  well, constructively rather,
don’t be political but be politically sensitive, be very politically sensitive. 
Secondly, sadly, I have been far too trusting in my life and I believed that 
people behaved with integrity for the good of the corporation. I would
suggest to you that seventy five per cent don’t. Either for  either
because of ambition or insecurity or a combination of both
He went on to say that he had found it very difficult to balance the requirement to 
focus on bringing about the change for which he was accountable and to remain 
sensitive to the political environment of the organisation within which he was 
endeavouring to bring the change about. He returned to this theme during our final 
conversation on 20th March 2002.
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BC: So what have I learned from that? I’ve learnt a number of things.
First of all... The higher you are, the more incredibly political it is. People 
are less concerned about the good of the company, they are more 
concerned about themselves. But that doesn’t go with being in the driving 
seat. You have to have a clear vision of where you are going and of what 
is possible. You have to keep your eye on the road ahead. If you were 
aware at a high level of consciousness of all the reasons why it could all 
fall over, you would never do anything."
He said that he considered that he had concentrated on the changes and the 
‘projects' in which he had been engaged and had depended on a friend ‘at court’ to 
watch over the politics. When this friend had retired he found himself in totally 
unfamiliar territory. He became aware of his vulnerability to political machinations and 
their implications for himself, his wife and his children far too late. He had lost his job 
and subsequently had had a breakdown:
BC: I’m on the floor again. All my pension planning, which I thought
was taken care of with stock options, has turned out to be worth a fraction 
of what I had thought it would be. So there was the stress of that as well 
as having been fired, putting it bluntly ...There was concern about the 
children, you know, both at school and the financing of it, and I had some 
personal problems at the time which were of my own making. So it all 
imploded. It all happened at one time and I became very ill. And also me 
being the guy carrying everyone, and I became very ill and I had a 
nervous breakdown. Now my doctor would say [that] I’m the last person 
in the world to have a nervous breakdown, who should have one. But 
basically, the reason I had it, I was driving a mini-minor for fifty-five years 
at 100 miles an hour and the engine blew up.
These three examples of the change drivers were extremely powerful and had a 
major influence upon my reactions to the experiences of the other six change drivers. 
Of these, two were making steady progress with the changes for which they were 
accountable over the period of the interviews. They experienced crises and setbacks 
but nothing that provided the sense of catastrophic collision with the buffers as had 
the experiences described by Ramsey Mereside, Acton Trussell and Baddesley 
Clinton.
Over the period of the study, three other directors left the roles that they were in at 
the beginning of the research in circumstances that were not of their choosing 
(Monkton Wylde, Bowers Gifford and Alton Barnes). But they described their 
experiences in terms of the changing circumstances in the wider environment in 
which they were working, rather than as unforeseen events that had caught them off
242
Change Drivers
guard and to which they either could not or were not given the opportunity to 
accommodate.
The ninth director, Guiting Power had also had a similarly traumatic experience in the 
past. However, unlike Acton Trussell and Baddesley Clinton, he appeared to have 
reframed his perceptions of his present role, distancing himself from the changes that 
he was managing and seeing the unforeseen and challenging events that had 
occurred as part of the “game” that he was required to play. He had taken a 
conscious decision, following his own personal crisis and being asked to leave the 
company within which he had built his career for more than twenty years, to regard 
his personal well-being and that of his wife and family as the critical contextual 
element in his business decision making. In consequence, he commented that he 
felt much more at ease with himself and with the decisions and organisational 
changes that he was making.
During this stage of my immersion in the data from the research, I began to 
appreciate the degree to which I had been personally affected by the negative 
experiences described by the directors and especially by those experiences that I 
have used in the above illustrations. The starting point for the research had been my 
attendance at the workshop by Stuart and Critchley in the summer of 1995 at which 
their title had been; “Managers and Organisations Learning to Change: Surviving 
Trauma in the Workplace.” At least to some extent then, I had embarked upon my 
research with a negative mindset towards the topic that I was studying as a reaction, 
perhaps, to my previously held benign view of the organisational changes in which I 
had been engaged over the previous twenty or more years. The radical shift in my 
personal view concerning the unplanned consequences of planned organisational 
change is reflected in an early statement of my proposed research topic in which I 
used the title, “Organisational Change and Personal Crisis”. It is, therefore, not 
altogether surprising that examples of organisational changes that had resulted in a 
significant personal crisis for the change driver should have had a particular 
resonance for me. It was, after all, what I had been concerned to find.
One consequence of this was, I think, that my perception of the world of the change 
drivers was that it was frequently half empty rather than half full.
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6. (ii) Incubation
At the beginning of 2000, I had completed the majority of the interviews and had now 
spent the best part of three years engaged in the research study of the nine directors’ 
experience of driving significant changes through their organisations. I had reflected 
at length on the data or stories that my interviews had revealed and immersed myself 
in the data that I had collected through listening to the tapes, reading the transcripts 
and the journal notes that I had made about the interviews and my own reactions to 
them. I had engaged at a personal level with the change drivers, all of whom had 
been remarkably candid about their experiences, so that I had come to share in the 
feelings and emotions that they had expressed. I had also begun to worry that, in 
moving from my familiar position as an objective and detached observer to. a 
qualitative researcher engaged in a heuristic inquiry, the subject matter of my inquiry 
was not containable. This is meant in the sense that there were no clear boundaries 
between myself as researcher, the directors who were driving the changes, the 
changes that they were driving and other changes in which I was personally engaged 
as a consultant and, finally, the changes that were taking place in my own personal 
and organisational context and over which I had little or no control. I had noted a 
tendency among the change drivers to delineate their change assignments as 
discrete projects upon which they tended to focus their attention at the cost of a 
significant loss of awareness of intervening factors that were peripheral to those 
projects, though nonetheless highly significant for their eventual outcomes. In my 
own case the opposite seemed to be occurring. The experience of my conversations 
with the change drivers and my immersion in their stories, had spread into every 
other aspect of my life. Moustakas had suggested that for the researcher engaged in 
heuristic inquiry, “everything in his or her life becomes crystallized around the 
research question. ”
Therefore, at the beginning of 2001, I decided to take a break from the detailed 
consideration of the data and stories arising from the study and to embark upon the 
next phase of my research -  the incubation phase.
Moustakas describes this phase as:
...the process in which the researcher retreats from the intense,
concentrated focus on the question During this process the
researcher is no longer absorbed in the topic in any direct way or alert to
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things, situations, events or people that will contribute to an 
understanding of the phenomenon. Nevertheless, growth is taking place.
The period of incubation enables the inner tacit dimension to reach its full
possibilities Incubation is a process in which a seed has been
planted; the seed undergoes silent nourishment, support, and care that 
produces a creative awareness of some dimension of a phenomenon or a 
creative integration of its pats or qualities.
(Moustakas ,1990, pages 28 & 29).
I set the research aside and concentrated my attention on my consultancy work for 
what I had anticipated would be two or three months.
However, as I have described in the previous chapter, the requirement for me to 
enter hospital and the deaths of three people who were close to me caused this 
period of ‘incubation’ to become greatly extended. My attempts to re-engage with the 
data from the interviews were thwarted by the fact that I seemed only to notice the 
negative aspects of the directors’ stories. This seemed to me to have the effect of 
emphasising the mild depression that I was experiencing at this time. Perhaps the 
starting point of the 1995, Stuart and Critchley, workshop that I have come to regard 
as a ‘crucible experience’ (see Chapter 7), had predisposed me to a negative 
perception of the change drivers’ stories. At this point I can only speculate about the 
reasons for the failure of my attempts to re-engage with my research between March 
2000 and late 2001, though they were regarded sympathetically by my colleagues 
and supervisor.
However, during this period, I continued to read around the subject area of my 
research. This reading included re-visiting Karl Weick (1979) and (1995) together 
with a re-reading of Hurst (1995). I mention these three books because they were to 
have a major impact in my thinking about sensemaking and the management of 
change during the extended period of incubation upon which I had unwittingly 
embarked. The first, two because they represented a way of thinking about 
organising and the process of sensemaking that was new to me and, therefore, 
highly stimulating, as I reflected on my research topic. The third, because its 
emphasis upon renewal was to help to bring me, eventually, to a more positive 
perspective towards the stories that the change drivers had shared with me.
Having picked up the threads of my research in late 2001, I experienced another 
setback in March 2002, when I arranged to have a final interview with Baddesley 
Clinton. Since our last meeting, he told me, as reported above, that he had suffered
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a breakdown and lost a great deal of money when the share price of his previous 
company had collapsed just at the time that he was required to exercise his 
numerous share options. As a consequence, the affluent retirement that he had 
been anticipating had been thrown into jeopardy and he had had to completely re­
order his life. He was bitter and angry and both emotions were reflected in our 
conversation. This tended to reinforce the negative views that I had of the research 
topic and once again I laid it to one side for several weeks.
In the summer of 2002, the experience of writing the change drivers’ stories from my 
own perspective without reference to the interview tapes or transcripts (See Chapter 
5) proved to be extremely valuable to me for the following reasons:
■ It demonstrated that although there were many negative aspects to the stories of 
the change drivers’ experiences there were also many positive elements that I 
had previously undervalued.
■ It enabled me to get a sense of the meaning of the totality of the change drivers’ 
stories and to recognise a number of common and divergent themes that ran 
through them.
■ It demonstrated just how valuable and how necessary the processes of 
immersion and incubation had been. I still retained my reservations concerning 
the loss of objectivity and distance that I felt that I had incurred as a consequence 
of having moved from what I would call a traditional, positivist perspective to a 
qualitative, heuristic one. But I came to appreciate that what I was undertaking 
involved a fundamentally different process from those research methods with 
which I had been previously familiar, and while this was something that I had 
acknowledged intellectually, it was really only at this stage that I experienced 
what this meant in practice. Until this point, I think that I had felt that I could 
conduct the research with a foot in both the positivist and the qualitative camps. I 
now recognised that I had opted for the qualitative approach and that the 
experience was proving to be enormously challenging. To me it was both 
valuable and personally disturbing, although I had no sense of whether the 
research might prove either meaningful or valid to any third party. This caused 
me to conduct a protracted self-dialogue (that sometimes extended itself to 
include others) as to whether I should complete my research study as a piece of 
serious academic research, or whether I should write it simply as a collection of
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stories that might serve to encourage other change driver directors to reflect on 
the personal cost-benefits of the activities in which they were engaged. I also 
seriously considered abandoning the research altogether, because of the painful 
associations that I now had with it.
However, the outcome for me of these periods of immersion and protracted 
incubation was the conviction that the journey upon which I had embarked was one 
that was worthy of being brought to a conclusion, together with a sense of the place 
of the change drivers’ stories in a much wider context than that encompassed solely 
by the topic of organisational change management. I also recognised that while any 
research has an emotional content, whether it be the passion of the researcher for 
his or her topic, the inevitable disappointments resulting from journeys into blind 
alleys or the elation stemming from illumination or revelation, this emotional 
component of qualitative research is one that is fundamental to it rather than an 
incidental bi-product.
Throughout the early stages of the research, I had expressed a concern that 
acknowledging a move away from the positivist position of an objective observer was 
to run the risk not only of ‘contaminating’ the research with the dispositions, 
prejudices and preferences of the researcher, but also to run the even greater risk of 
self-indulgence on the researcher’s part with the consequence of obscuring any 
truths contained within the research data itself.
This concern had acted as an additional block during the period of incubation that 
followed, the interviews and their transcription. I was assisted out of this block by the 
suggestion that I should write the change drivers’ stories as they were experienced 
by me, reflecting how I had made sense of them, as presented in the previous 
chapter. I was also assisted by the following passage from a paper by Wincup,
(2001).
Qualitative researchers receive mixed messages. As they are told to work 
to establish rapport, they are also told to avoid over-identification and 
unnecessary emotion. Although qualitative researchers abandon the 
positivistic goal of objectivity, they still argue for the need to maintain 
‘social distance’ to allow analytic work to be accomplished. Thus many 
qualitative researchers function like quasi-positivists, allowing themselves 
to have particular feelings such as closeness with participants, but then 
denying their emotions when they construct their accounts. In other 
words, researchers engage in emotion work, molding (sic) their feelings
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to meet the expectations of others. Yet, although hidden and 
unarticulated, emotions continue to influence the research process.
(Pages 18 & 19)
‘ It was with this in mind that I embarked on the protracted process of sifting the data 
provided by the transcripts and notes of the interviews with each director.
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Chapter 7: Illumination 1: The Director’s Stories, Emergent 
Themes and Models of Organisational Change
“In management it is the loss of the big issues, the absence of our 
concern for the important, that has made us slaves to the urgent”.
David Hurst
Overview
The heuristic phase of illumination that follows immersion and incubation is 
described as it related to the present study, as is the emergence and 
subsequent development of categories in terms of which the directors stories 
might interpreted. A set of meta-categories are developed from recurrent 
themes identified within the stories, while a second set of categories, - 
suggested by approach of systemic management practice is explored as an 
alternative standpoint from which to view the data. One particular category 
(the crucible or symbolic growth experience) is considered in some depth in the 
context of its relevance to personal models and experience of organisational 
change. The categories are linked and represented in the form of ‘mind maps’, 
which are then used as a foundation from which a second set of narratives 
developed from the interview data are built.
7. (i) The Directors: Change Drivers and Afterwards
The impact that each of the nine directors’ stories had upon the researcher varied
considerably. Beyond the job titles that they shared -and a formal definition of the 
range of responsibilities that they held, there was little to suggest on a first encounter 
that each was a Director, a Chairman, or a Chief Executive who had a particular 
accountability for bringing about a major change within his organisation. This may 
appear to be a trite observation, but it is made in order to emphasise the point that 
each individual seemed to fit the role of change driver in his own unique way (as may 
have become apparent from their stories). Of course, there are popular stereotypes 
of the typical company director and to some degree each of the directors conformed 
to such stereotypes.
For example, during our meetings they were usually smartly dressed in sober 
business suits, the meeting was typically located in a large office or conference room, 
that was staffed by at least one personal assistant who seemed to function as a 
symbolic guardian of the entrance to the director’s inner sanctum as well as acting as 
a provider of administrative and secretarial support. Their motor vehicle of choice 
was a Jaguar or large BMW. Few of them appeared to have entered their role with a 
personal mission to bring about radical change within their organisation. Two who 
had such a mission when they took up the role that they occupied at the beginning of
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my research, Carlton Rode and Ramsey Mereside, were the exception in this 
respect. For the others, managing organisational change seemed to be part of the 
territory that had been assigned to them along with their role. In most cases the 
requirement for change had arisen either as part of some wider process, a crisis, an 
external intervention or, perhaps, a discovery made by the director or a colleague in 
the course of his duties. In most of these cases the role of change driver was one of 
external necessity rather than one of personal choice.
Perhaps the same could be said to be true of Carlton Rode, Ramsey Mereside and, 
to a lesser degree, of Alton Barnes. But in each of their cases the stimulus for 
change appeared to be something that had arisen from within themselves. The 
change was something that they had to do, and they had taken on their roles in full 
knowledge that this was the case.
The directors did have in common the fact that they were all male and, with one 
exception, were of a similar age. The exception was Brent Pelham who, when the 
research commenced was aged forty-one, while the other eight directors were all 
aged between fifty and fifty-five. All but two are graduates, three have Masters 
degrees (two of which are MBA’s) and one has a PhD. Five have professional 
qualifications and one had attended the three month-long Chief Executive’s Program 
at Stanford Business School in California. Six were, at the time that the research 
commenced, directors of private sector companies, one was the Chief Executive of a 
government agency that had recently merged with its local Chamber of Commerce. 
As such, this organisation was something of a hybrid between a public sector, non­
governmental organisation (NGO), a private company limited by guarantee and a 
membership organisation. Of the remaining two, one was (and at the time of writing 
in 2003 still is) Director General of a national professional body and the other was, 
and still is, the Head of the Civil Service in a dependent territory of the British Crown.
These last two, Carlton Rode and Brent Pelham are unique in the study in that they 
are, in 2004, still in the roles that they occupied when the research study 
commenced.
Of the other seven directors:
■ Bowers Gifford, completed the change “project” \n which he was engaged. This 
included the abolition of his own role as Group, Human Resources Director. He
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moved on to another change role as HR Director within another company during 
the course of this study and has recently moved on again, now acting as a 
consultant advisor and mentor to other directors.
■ Guiting Power’s organisation did not achieve the objectives that he and his co­
directors had been aiming for. As a consequence he led the board in the sale of 
the company to a much larger, American investment group, in the process 
realising his personal investment at minimal personal loss. He is retained by the 
new owners as a consultant and acts as an advisor to a number of other 
companies-.
■ Acton Trussell became disenchanted with what he saw as the gap between the 
aspirations of his co-directors and his own and resigned from the business of 
which he was finance director, selling his personal shareholding to his former 
colleagues at a personal financial loss. He commented that his had never been 
a whole-hearted commitment to the company as he was also acting as the 
financial advisor to another company in the information and communications 
technology sector. He now devotes most of his working time to that company.
■ Baddesley Clinton was asked to take on additional, global responsibilities within 
the multinational corporation where he was Chairman of a major operating 
subsidiary. Following a consultancy led re-structuring of the corporate structure 
he was asked to resign (he did not use the term “redundant’). Following, a 
period of ill-health, he is now a non-executive director to a number of small 
businesses and has returned to his interests in management education.
■ Monkton Wylde managed the agency of which he was the first Chief Executive, 
through two mergers and a de-merger to its closure when the UK Government 
transferred its funding to a network of newly created bodies. When his 
organisation finally closed in March 2001, Monkton took early retirement and 
travelled to the USA and South Pacific for a year. He now works in a job sharing 
arrangement as a senior advisor to an environmental and economic planning 
consultancy.
■ Ramsey Mereside’s company was acquired by its major shareholder shortly 
after, as its Chief Executive, he had declared the most profitable results in its 
. history. He stayed on as Managing Director, under a new Executive Chairman,
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but suffered health problems and decided to resign. The Group Chairman invited 
him to take on global responsibility for Organisation Development and Human 
Resources with, what he described as a, “Roving commission and minimal 
resources”. After eighteen months in this role, which he described as being 
fascinating but not a. real job being since it lacked any real authority, he agreed a 
generous severance package and now claims to spend,
“one third of my time earning revenue from things that interest me and 
that I enjoy, one third of my time on holiday and the remaining third on my 
boat”.
■ Alton Barnes was, he said, within sight of achieving his change objectives when 
his company was involved in a merger, which resulted in those objectives being 
achieved in a matter of months and several years earlier than he had anticipated. 
Feeling that he no longer had a, “real role”. He took early retirement, moved 
house to the part of the country where his wife’s family lives and now says that 
he spends his time, “gardening and playing golf’.
7. (ii) Developing Categories
In the Chapter 5, I recorded how three of the directors had looked back upon their 
experiences of organisational change with some regret. I noted how in their view an 
excessive focus on the specific task or change for which they had felt themselves to 
be personally accountable might have led them to ignore broader issues and the 
wider context within which the processes of change were located. I also noted how a 
number of significant events in my own ‘life world’ that had occurred alongside or in 
parallel with my research, had not only contributed to my focus of attention moving 
away from the research but also to emphasise my concern for and concentration 
upon the more negative aspects of the experiences of each director. In my own 
case, this filtering appeared on reflection, but only on reflection, to have considerably 
more to do with events in my own, personal life and environment than with the 
experiences of the directors themselves and with my research into their experiences.
These two linked illustrations suggest that the interpretation of experience is shaped 
both by the area upon which attention is focussed and by the context within which 
that focus has developed. Weick, Jourard and others have noted that there is a 
tendency for managers to assist themselves in the process of sensemaking by
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focussing upon extracted cues (Weick, 1995 pp 49-55) that they convert into 
manageable interpretations of segments of their total experience that they then take 
to be representations of the total experience. This process has a tendency to de­
sensitise them to contextual events at the periphery of their attention.
The context is itself subject to events that may bring about significant but 
unanticipated changes. The influence of both upon the actor’s definition of his 
situation and his perceptions of reality, may only become apparent in retrospect.
Its retrospective nature is the second of Weick’s (1995) seven properties of 
sensemaking, which in turn is strongly influenced by Schutz’s (1967) analysis of 
“meaningful lived experience”. Weick notes that the key word here is ‘lived’ since 
“people 'can know what they are doing only after they have done it. ” The focus of 
attention during the interview/conversations with the nine director change drivers was 
upon how they were experiencing the changes that they were leading as they 
recalled and described them over a period of eighteen months or more.
Weick notes a tendency for managers to break down their areas of experience into 
discrete ‘projects’. This process, while facilitating concentration upon the immediate 
tasks associated with and bounded by the project, has the disadvantage that it may 
further obscure their perceptions of the context within which that project is taking 
place. Events or changes occurring outside the area of their focus of attention may 
be missed, misinterpreted or be seen by the manager as a distraction and, in 
consequence, sidelined or ignored. But it is also clear that events that are peripheral 
to the project may turn out to be of great significance for its outcome or even for its 
viability. The narrowing of attention to the project itself inhibits the ability to pick up 
cues from the periphery that might provide advance warning of such events and their 
possible implications for the project. It may also cause the person driving the project 
to fail to react to or even to fail to notice such cues. Thus for example, Ramsey 
Mereside observed from his hospital bed that while concentrating on his programme 
of organisational change he had failed to notice that the company’s major 
shareholder was planning to buy-out his company nor, as he put it, that his heart was 
‘creeping up’ on him.
Since my interviews with the change drivers took place over an extended time period, 
the impact of events that were peripheral to the project became manifest as the 
changes (and the series of interviews) progressed. The directors had no choice but
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to incorporate them into their stories since their impact upon the changes that they 
were driving had caused them to become part of their own, “meaningful lived 
experience.”
In going through the directors’ stories as I recollected them (Chapter 5) and then 
analysing the tapes and transcripts that provided the raw data for those stories, I 
sought to identify themes within and between the different stories. I also 
endeavoured to record from my research and journal notes, any emergent themes 
and patterns in my own reactions to the stories. Inevitably, such themes involved 
both the experiences arising from within the change ‘projects’ and the way that 
peripheral events impacted or intruded upon the change drivers and their projects. 
Such peripheral events included market and organisational changes, (such as 
acquisitions, changes in key personnel, and dramatic fluctuations in overseas 
markets), issues of personal health, and events within the change drivers’ (and the 
researcher’s) family and personal lives.
Like, Marshall (1995) I experienced a kind of ‘dual attention’ but did not find, as she 
did, that this involved a ‘relaxed, agile engagement.’ On the contrary, I found it 
confusing and puzzling. Marshall suggests that one aspect of this dual attention 
involves what Bakan, 1966, has called communion, “accepting, ‘beholding’ and 
taking in without apparent coding”. While the other aspect, agency,
involves an active, but light-footed conceptual sense-making. An essence 
of meaning is identified, matched and contrasted to other emerging 
themes, fitted within tentative schemata.” She goes on to suggest that, “if 
either facet of attention is not working well, the process falters. 
Communion can become flooded with indigestible impressions; agency 
can become mechanical categorization of uncomprehended material.
Marshall (p.31)
I was to experience such faltering of the process on many occasions as I went 
through the stories of each of the change drivers.
I began with the recalled stories as they are recorded in Chapter 5. There appeared 
to be a wide variety of possible themes and little in the way of pattern beyond that 
which I imposed upon them and which was rooted in my own personal experience 
and its impact upon my interpretation and attribution of meaning to the stories told by 
the directors. I attempted to distil these themes into broad categories in terms of
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which I could gather together illustrative examples from the transcripts. I then 
grouped the categories and sub-themes together in what I labelled ‘meta-categories’, 
which combined the directors’ experiences, their impact upon me and my overall 
reactions to them. As these meta-categories were emergent from the categories and 
sub-themes that I had developed from my reflections on the earlier phases of 
immersion and incubation, I resisted the inclination to explore them in greater depth 
through a process of coding and grouping such as would have been required by a 
method based on, for example, grounded theory. To have done so would have been 
inconsistent with the principles of heuristic inquiry. I chose a different route.
These meta-themes proved helpful to me in identifying the main branches in a series 
of ‘mind-maps’ Buzan (1993) that I then developed using a proprietary computer 
software package (Mind-Manager - 1999). The meta-categories developed from the 
stories as I recalled them in the Spring of 2002 and, as recorded in Chapter 5, were 
as follows:
The Change(s)
Initially, this meta-category was established as the specific organisational 
change in which the director was engaged at the time at which the study 
commenced. However, it became clear that such changes represented the 
directors' “projects” as change drivers. It also became clear that each director 
was involved in many other changes, of which they may have been only 
marginally aware or, in some cases, were totally unaware, until they coincided 
or came to exert an influence on their own particular project. Alternatively, 
the directors may have made reference to a prior change in which they had 
been involved and which had influenced their perceptions and definitions of 
the current ‘change project’ in which they were engaged.
Each of these changes, past or intervening, had relevance for the ways in 
which the directors made sense of their current project. Therefore, it made no 
sense to confine attention solely to the planned change itself.
Impact:
The initial and developing impact of the director’s story upon me as 
researcher. Each director had his own, unique “presence” which formed a 
significant aspect of the context within which the changes were described. I
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had noted my reactions to this impact in my research and journal notes and 
extracted what appeared to me be key words and phrases and incorporated 
them into the mind map branches from the “Impact” meta-category. It was 
these words and phrases that ultimately led me to the labels that I associated 
with each director and which have been recorded in Chapter 6.
Career Journey:
Summaries of how the Director came to be in the position of change driver 
within his organisation and of events that were recalled by them and any 
apparent connections between these events and the story of the change for 
which the director was now held accountable. As with the previous meta- 
category, these were captured in key words and phrases and incorporated 
into the mind map that I developed for each director’s story
Organisational Politics:
Each director referred to the political nature of the organisational environment 
within which he was attempting to bring-about change. Each had his own 
perspective on the nature and significance of such politics and each regarded 
it as something that he could not afford to ignore, regardless of his own 
personal attitudes towards the phenomenon. However, while all referred to 
the significance of the organisational political aspects of the change, some 
saw this as being a core aspect of the change ‘project’ itself, while others 
appeared to regard it as contextual or peripheral. This difference in perception 
seemed to be crucial in some way, but in what way was not initially clear to 
me.
Stakeholder Environment:
Each director had a view as to who the, “significant others,” were in relation to 
the particular change for which he was accountable, and upon whom the 
eventual outcome of the change was at least in part dependent. These 
“stakeholders” could be positively or negatively disposed towards the change, 
or they could be neutral or latent. It was clear, however, that they could be 
ignored only at considerable risk to the change driver and his project.
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It became clear that there was a strong linkage between this and the previous 
meta-category.
Crucibles:
In the early stages of the analysis, I labelled this meta-category ‘critical 
events’. But while engaged in the analytical process, I came across Bennis 
and Thomas’ (2002) use of the term, ‘crucible’, as an aspect of fundamental 
importance to the development of leadership capability and deemed it to be a 
more apposite term. A crucible is an event of such impact that, the person 
experiencing it comes to regard it as a defining moment in their lives. The 
experience may be planned or unplanned, positive or negative. For example it 
may involve a significant personal crisis. The point is that it requires the 
person experiencing the event to discover or demonstrate an adaptive 
capacity of which they may have been previously unaware. Things are no 
longer the same following the experience of a crucible event.
A number of the directors had described what I labelled critical events’ in 
precisely these terms. The concept of crucibles, as described by Bennis and 
Thomas, is explored in greater depth and developed further in relation to this 
study in section (iv) of this chapter.
Key Learning:
As the interviews progressed, the directors were asked to reflect upon what 
they thought they were learning from the change processes in which they 
were engaged. In their responses, they would often illustrate their learning 
with examples from other experiences (sometimes from many years in the 
past), drawing comparisons and conclusions from the different experiences. 
All such reflexive references were noted under this meta-category.
Researcher Reactions:
In keeping with the requirement of heuristic inquiry to relate what I was 
experiencing in the dialogues with the change drivers to my own, internal 
frame of reference, I had made notes of my own “perceptions, thoughts, 
feelings and sense, ” Moustakas (1990). I used these notes to identify, in key
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words or phrases, my own responses to the experience of my conversations 
with the directors.
I came to regard this last meta-category as being particularly important in this phase 
of the research, which commenced as I emerged from the extended incubation 
process described in previous chapters. It is a fundamental component of heuristic 
inquiry. It had not been my original intention to write the stories as they appear in 
Chapter 5. Indeed, the reason that I did so was part of my effort to re-engage with 
the research after an enforced and lengthy period of withdrawal from the study and a 
need to address the demons of my own emotional response to the experiences of the 
change drivers, which as has been described, had seemed to lead me to their 
negative aspects.
In recording my reactions to the stories as I retold them, without making reference to 
the tapes and transcripts, I found that I was able to identify many positive 
experiences in the stories that I had previously filtered out or ignored. I felt that this 
had helped me to redress the imbalance that, prior to writing down the stories from 
memory, I had been able neither to recognise nor to acknowledge. This proved to be 
extremely helpful to me in facilitating the process of my re-engagement with the 
research at this time. It also provided me with a different perspective on the stories 
from that which was provided later by immersing myself in the interview transcripts. 
This perspective is not mediated by analysis. It is both filtered and interpreted 
through the experiences and emotions of the researcher himself.
Having written down the change drivers’ stories as I had experienced them, I 
returned to the tapes and transcripts and endeavoured to go through a similar 
process of identifying themes, categories and meta-categories from the raw data as 
derived from some forty and forty-four hours of recorded conversations.
At first, I was struck by how fragmented the dialogues were, how stilted the words 
appeared to be when taken out of the context of the interview setting and in the 
absence of data that I had gained intuitively (or created) from facial expressions and 
other non-verbal cues. This provided me with a vivid illustration as to how an 
individual’s sensemaking processes (in this instance my own) may unconsciously 
impose a structure upon relatively unstructured episodes and utterances. Although I 
had an intellectual grasp of this basic element in the process of sensemaking, I do 
not believe that I would have appreciated just how strong such elements shape our
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later perceptions of current and past events had I not had the experience of writing 
the directors’ stories down in advance of attempting to analyse, interpret and 
establish the themes that emerged from the recorded data.
7. (iii) Exploring the Meta-Categories -  From the Directors’ Recollected 
Stories
In summarising each of the director’s change stories in mind-map form, I located a 
title in the centre of the page and then located each of the meta-categories on a 
‘branch’ emerging from the centre as is shown below in Figure 7.1.
Researcher Reactions The Change(s)
Key Learning Impact
Change Driver
Crucibles Career Journey
Stakeholder
Environment Organisational Politics
Figure 7.1 
Basis for Meta-Category Mind Maps
Then, for each change driver director, I recorded key words or phrases that were 
illustrative of the meta-category on branches emerging from each of the relevant 
nodes on the core mind-map. Thus for example:
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The Change(s)
Alton Barnes:
o Building a new function: Across the business 
o From Insurance: To Risk Management 
o From containing cost: To Managing Risk 
o From “Doing Risk Management”; To integrating RM in the 
business . 
o “Under Business Control”
Bowers Gifford
o Experiencing a Merger (sale) 
o Uncovering corruption 
o Seeing through a rescue operation 
o Re-structuring the total organisation 
o Being a “Linker” 
o Being a “trusted” resource 
o Developing Personal Autonomy
Impact
Brent Pelham:
o Soft spoken
o Shy - possibly diffident.
o Sharp intellect: strongly analytical: eagle eyed for errors
o Resilient (now) under pressure/stress
o High Flyer
Carlton Rode
o The “Young Turk”
o Management v the Unions: Taking on the militants 
o “One of us” 
o Warmth 
o Inclusive 
o Inner steel
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o Modest expectations for himself
Until, for each of the directors I had produced a map with between five and twelve or 
more key words and phrases that I associated with the director and each of the meta- 
categories that had emerged from writing down their stories as I recollected them.
The MindManager software enables its user to manipulate the branches on the map 
in various ways. But I found it particularly helpful to be able to ‘cut and paste' the 
branches representing each meta-category from each director’s map, recombining 
them in order to build a new map representing each meta-category. I then printed off 
a complete set of maps and pasted them onto wall charts, so that I had a visual 
representation of each director’s story as I recalled it and of each meta-category as 
represented by my recollection of it within each one of those stories.
In some cases the stories revealed further categories that were particularly significant 
in relation to an individual’s recollected story. For example, in the case of Baddesley 
Clinton, the issue of Control was a recurrent theme throughout the interviews. So I 
added an additional branch category to his personal map as follows:
Baddesley Clinton -
Control-
-Baddesley in control
-Scottish resentment 
-Heritage Centres 
-Guidance Vs Hands-on 
-“Increasing centralisation”
-U.S. Initiatives 
-Market Forces 
-Baddesley as “absentee landlord”
-Multiple roles
-Chairman
-European Marketing Vice President 
-Brand “Champion” Asia-Pacific 
- Losing Control -  360-degree feedback in USA 
-Consultants BPR and Values 
-Nationality
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The maps produced very powerful images of the directors and their changes. They 
were, of course, superficial representations, the equivalent of a representation of 
London through the sole use of the plan of its underground railway system, though at 
this stage devoid of the letter’s colour.
However, it provided me with a means of holding something of the complete picture 
in view rather than having the tone of the picture set by my own emotional mind-set, 
which as I have indicated on several occasions, was predominantly negative. For the 
first time the stories began to gain a sense of balance in my mind and I felt able to 
move on to produce them as they emerged from the data.
The mind-maps that were developed at this time are shown in Appendix 2-(A)
At the same time, however, I did not yet feel sufficiently confident that the processes 
of heuristic inquiry that I had employed in the generation of these meta-categories 
would stand up to the rigorous processes of examination and validation that the 
positivist methods that I had employed in all my previous research studies had 
demanded. I felt the need of a benchmark against which I could test and hopefully 
validate the utility of the categories that I had developed.
7. (iv) Systemic Management Practice -  the Co-ordinated Management 
of Meaning
At this juncture, at a fortuitous meeting with Elspeth Campbell, I was introduced to 
the systemic management approach of Cronen and Lang (1996), Pearce (1994) 
Pearce and Pearce (1999) and Gergen (1999) and Gergen and Gergen (1998). 
Campbell had recently completed her research, exploring the contextual resources 
and practices which enable managers to be effective in influencing change as 
revealed in stories of change as recounted by these same managers (Campbell, 
2002). Campbell comments that,
the systemic paradigm is strongly influenced by the social constructionist
tradition (Gergen (1999) [which] sees people as social actors .....
and is about the social construction of reality and the formative nature of 
language within this, which encourages us to focus on how language is 
used to represent and construct reality.
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This encounter reminded me of the concerns that I had expressed in Chapter 6 
concerning the ways in which, it appeared to me, that the language of managerial 
literature has constructed a representation of reality that is largely denuded of the 
feelings and emotions that are experienced by people in managerial roles. This 
construction of reality favours representations that, filled with superlatives and goal 
directed references, tends to generate hero-myths within a bounded rationality or 
“flatland” context at the expense of the richness of life experience as reflected in the 
stories told by people occupying such roles. In a nutshell, the literature presented 
management in terms that were, in my view, disconnected from the life experiences 
of people who are engaged in the process of managing. This is by no means a novel 
perception, having been well documented over many years by writers such as 
Rosemary Stewart (1976), Mangham and Pye (1991) and Mitroff and Linstone 
(1993). But it was, nonetheless, a powerful and valuable reminder of the significant 
disconnection between representations of managerial experience in much of the 
management literature and the reality of such experience as described by managers 
and directors themselves. It also served to remind me that this was one of the 
original sources of my motivation for embarking upon this research in the first place.
I was particularly interested in the methods and techniques labelled, “Coordinated 
Management of Meaning” described by Campbell (p.4) as being concerned with,
the meanings and ideas which determine the position from which we act,
and the context [that] we perceive we are acting into.
In my initial attempts to develop meta-categories from the tapes and transcripts, I 
was struck by the prevalence of the directors’ references to past experiences as a 
means of making sense of what was going on in the here and now. I also noted how 
much I was influenced by my own perceptions of what and what might not constitute 
a meta-category, in the light of what I had already done in analysing my own 
recollections of the directors’ stories, having written them in the form in which they 
appear in Chapter 5 and then again in the detailed stories that I was deriving from the 
data. These more detailed stories were written at some length based solely on the 
data provided by the transcripts and interview notes (see, “The Change Drivers’ 
Stories” supplement to this thesis).
Campbell reports that Systemic Practice and CMM suggests that meaning can 
always be found in terms of a system. The issue for the researcher (or indeed, the
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change driver) is to determine which system is perceived as being relevant? It has 
already been suggested, with Weick (1995) that the tendency of managers to focus 
on their particular managerial task or change, turning it into a bounded project, has 
the effect of suppressing sensitivity to events occurring at the project’s periphery and, 
therefore, to the impact of relevant occurrences in other systems with which the 
project is interdependent. This encourages an approach described by Mitroff and 
Kilmann (1994, p.41) as attempting to solve unstructured and unbounded problems 
as though they were puzzles to which there is a correct solution. They argue that the 
perceived success of management problem solving models rooted in bounded 
rationality, such as systems theory, have provided an extremely powerful means for 
rendering complexity intelligible and, in doing so, freeing managers for action. But it 
is the action that managers (or change driver directors) take that leads them through 
the complexity to a solution, rather than the model. Indeed, it is the model that, while 
facilitating action, at the same time may render the actor insensitive to other, possibly 
equally significant, areas of complexity. Such significance may lie in areas 
concerned with the manager’s relationships, at work or at home, in their personal 
values and beliefs or in their health and sense of well-being.
Campbell identifies six levels of impact of relevance for the way in which an 
organisation’s or an individual’s primary task is perceived within an organisational 
context:
Thus:
1: Cultural Stories
2: Family Scripts
3: Personal Stories
4: Professional Stories
5: Managerial Stories
6: Relational Stories
PERCEIVED PRIMARY ORGANISATIONAL TASK
Figure 7.1
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She suggests that in terms of organisational sensemaking these six levels are truly 
hierarchic or holoni.c (see also Wilber (1998, 2), in that they are “nested”, one within 
another (the lower levels within the higher). Relational stories make sense in the 
context of managerial experience, which is predicated by the values of the 
professional group to which the manager happens to belong. These in turn, are 
mediated by the life experiences of the individual manager, which he or she 
interprets (consciously or unconsciously) through the family scripts imprinted in early 
childhood within the context of the wider cultural milieu within which the family is 
located.
While there is logic in this hierarchical representation, I take the view that the 
hierarchy is itself mediated by the manager’s personal, day-to-day experiences. 
Thus, for example, while it may be true that a manager’s relationships with her 
colleagues have been shaped significantly by much older and deeper family scripts 
that are constantly replayed in a wide variety of other peer relationships, it may also 
be true that she is largely unaware of the significance of such scripts. The immediacy 
of their impact upon her may be reduced by the fact that she and her peers are in 
competition for promotion (or for resources for her change project). How she plays 
out that competition may be of less organisational significance than, for example, her 
demonstrated managerial competence in critically related areas. Therefore, rather 
than as a hierarchy, I would prefer to see these elements as being systemically 
interdependent as represented in Figure 7.2 on page 268.
Drawing upon the approach and methods of discourse analysis, Campbell suggests 
that it is possible to access the sensemaking processes that managers employ when 
carrying out their roles by recording the “speech acts” by means of which managers 
communicate the episodes and utterances that they regard as meaningful in relation 
to an aspect of organisational behaviour. Such speech acts are mediated by the 
levels of meaning that are represented in Figure 7.1 (page 264)
I found that this was a helpful way of considering the multiple stories contained within 
the change drivers tapes and transcripts. However, I found that the systemic 
representation of the hierarchy (as in Figure 7.2) was considerably more powerful if I 
held in mind an image of the elements in the change system as being like lamps of 
varying intensity. Thus, the change itself might be seen as a lamp burning more 
brightly than those of professional or cultural stories for one director, while for
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another it might be almost eclipsed by the luminosity of personal stories related to the 
influence upon him of episodes derived from one of the seven meta-categories 
described earlier in.this Chapter, or by his current state of health.
I also found that this representation provided me with a useful metaphor for 
representing how significant developments at the periphery of the organisational 
change process, could be obscured and, therefore, be missed by the change driver. 
Thus for example, they might be cast into the shadows by the greater intensity of 
‘light’ shining on the inner system elements, which might well have more personal 
immediacy for the change driver himself at any given moment.
With this in mind, I returned to the tapes and transcripts and the stories that I had 
derived from them and reviewed them. Then, using the same process as I had used 
with the recollected stories of Chapter 5, I developed a second set of mind-maps built 
outwards from core categories. On this occasion the core or meta-categories were 
not derived from the stories themselves but imported from Campbell’s six levels, the 
change itself, and from the organisational and environmental contexts within which 
the change was located. This provided the following nine categories in terms of 
which to group the “episodes” provided by the transcripts:
■ Environmental
■ Organisational
■ Cultural Stories
■ Family Stories
■ Relational Stories
■ Personal Stories
■ Managerial Stories
■ Professional Stories
■ The Change
Taking the two category sets (the seven meta-categories from my recorded 
recollections (excluding my own reactions) of the change drivers’ stories and the nine 
categories derived from Campbell’s coordinated Management of Meaning [CMM] 
model), I considered that I now had a powerful tool to enable me to experience what 
Marshall (1995) describes as sense making through,
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turning things -  stories and interpretations -  in the light, revealing 
different facets, as I do so. Such ‘things’, [Marshall suggests] appear as 
crystals or prisms, reflecting and refracting light, always offering new 
impressions..
Marshall, 1995, (p.7)
In the setting of the change drivers’ study, the light source was the experience of the 
interview/conversation with the directors themselves over a period of eighteen 
months to three years or more; the stories as I recalled them two years later and as 
analysed from these recollections and, finally, from the perspective of the nine 
categories developed quite independently of the data, and then applied to them like a 
sieve or mesh.
The experience was initially mechanical and tedious in the extreme, leading me to 
experience the opposite of Marshall’s (1995, P.31), “light footed conceptual sense 
making.” In contrast to what Marshall describes, I found that I risked being drawn 
into a morass of detail, leading me to lose the sense of the whole that I had so 
recently derived from simply noticing or beholding the stories and allowing their 
significance simply to ‘wash over’ me. However, over a period of several months, a 
number of pervasive images began to emerge of the distinctive ways in which each 
director approached the change for which he was accountable and of the ways in 
which they responded to disturbances in the organisational and environmental 
contexts within which their changes were located.
These emergent images also appeared to be capable of interpretation in terms of 
both hierarchical and systems models of organisational change and of Weick’s seven 
properties of sensemaking.
For the first time since embarking on the research, I began to experience the process 
of illumination as,
one that occurs naturally when the researcher is open and receptive to 
tacit knowledge and intention. The illumination as such is a breakthrough 
into conscious awareness of qualities and a clustering of qualities into 
themes inherent in the question.
(Moustakas, 1990.p. 29).
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In going through the data, transcripts, interview notes etc. I used the elements in the 
above model in precisely the same way as I had used the meta-categories from my 
review of the directors’ stories as I recollected them. However, the categories that I 
was employing now were ‘imposed’ rather than emergent from the data itself.
I followed exactly the same path as before, building mind maps for each director and 
using the elements of the CMM model as a template to provide the main branches of 
the map. Then entering illustrations of the element if and when I identified them in 
the data relating to the individual director and his change.
Once again I produced two sets of maps. The first set related to the experiences of 
each director. The second related to the occurrence of each element as recorded in 
the data relating to all the directors.
The mind-maps that I developed at this time are shown in Appendix 2, A & B.
The experience of reviewing my data through the lenses provided by Campbell’s 
categories (presented systemically rather hierarchically) provided me with a new 
perspective on the change drivers’ stories. More importantly, perhaps, working with 
the two category sets gave me the confidence that the meta-categories that I had 
originally derived from the data were indeed robust enough to support the 
conclusions that I was beginning to form from the period of “heuristic immersion”.
7. (v) Writing the Stories
With the mind-map summaries from both the meta-categories and the elements 
derived from Campbell’s work, I now felt ready to embark upon the process of writing 
the directors’ stories for the second time. On this occasion the stories were written 
from the perspective of an extended period of immersion in the data and as observed 
through the lenses provided by the wall chart maps.
In writing the stories, I endeavoured to follow the approach adopted by Marshall 
(1995, pp., 23 -37). I immersed myself in the transcripts, notes and maps of all the 
interviews with each of the directors. Reading and re-reading them and then going 
through them again with different coloured highlighter pens, noting key words and
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passages. As Marshall has commented (1995 p.31) this process was descriptive 
rather than analytic and one that could not be hurried.
After a lengthy period of engagement in this process a sense of the ‘story’ began to 
emerge. But I was conscious now that this story was the result of the experience of 
analysing reviewing, categorising and mapping the data rather than of the director to 
whom the story belonged. In an attempt to re-balance this, I took several significant 
‘chunks’ of the interview dialogues directly from the transcripts and incorporated 
these into the emerging script until, after several iterations, I had a completed draft of 
the story. I then moved to the next director.
This process lasted several months, during which I continued to be engaged in other, 
consultancy work. I came to appreciate Marshall’s concerns about how this process 
demonstrates the extent to which the writer shapes the stories of his or her subject: I 
also found it very difficult to edit the individual stories to a length that would do justice 
to the experiences of the director and yet be acceptable to any reader. My concern 
was that, in editing the story to my perceptions of its essential components, I was 
robbing the director who had lived through it of elements that might have been of 
critical importance to him though, regarded as being of limited significance or 
relevance by myself, or another researcher.
However, a word count of the completed drafts of the directors’ stories revealed a 
total of 128,000 words (when it is suggested that the length of a typical thesis is 
around 100,000 words). This came as something of a shock to me especially as it 
had been my intention to incorporate the stories into this thesis.
The average story length was 14,250 the longest was almost 26,000 words (Ramsey 
Mereside) while the shortest (Brent Pelham) was 8,500 words. The variations in 
length could be attributable to the fact that I had more interview meetings with 
Ramsey Mereside than with any of the other directors, and that I had incorporated 
more direct quotes from the transcripts into his story than I had in the cases of the 
other directors. Conversely, several of my interviews with Brent Pelham had taken 
place in restaurants or meeting rooms where it had not been possible to tape record 
our conversations, so that the data upon which I had based the story was 
considerably less detailed than it was with Ramsey Mereside.
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The length of the draft stories presented me with a dilemma. The stories of the 
directors and their experiences provides the core of the research, which is why it had 
been my original intention that they should form the core of the thesis. On the other 
hand, it could also be argued that they represent a refinement of the original 
interview data and as such are merely research data in another, filtered form.
Marshall had encountered the same problem, writing that:
I stubbornly resisted the suggestion (made with helpful intent by several 
people), that I should include only a selected sample of stories in the 
book or tell some in précis form. I held the image that the stories mapped 
a potential territory (although certainly not comprehensively), with some 
similarities but many individual differences. I did not want to lose any 
people, because each represented an important reference point: there 
was insufficient repetition in the data for a few to stand as illustrative 
types.
(Marshall, 1995, p33).
At this stage, I took the decision that, as it was impossible to include the stories in full 
in the text of the thesis, they would form the foundation upon which both it and a 
different form of publication would be based. The core stories would form a 
completely separate appendix or supplement to the thesis (‘Directors Making Sense 
of Organisational Transitions, Nine Directors’ Stories’) and the retrospective versions 
of the stories (as they appear in Chapter 5) would be the means of representing 
them in the body of the text.
Once I had taken this decision, I came to realise that I had unwittingly made a final 
commitment to the fact that my research had indeed entered the river of heuristic 
inquiry. The autobiographical aspects of this approach were now inseparable from 
the process, because the stories as presented in the main text in Chapter 5 were told 
from the retrospective perspective of the researcher and not revealed as they had 
unfolded over the months of interviews with the director. My study was now one of 
this directors’ making sense of the experience of organisational change as informed 
by the experiences of nine other directors.
As I took the plunge, and committed the last paragraph to the word processor, I had 
been checking the references for the above quotations from Marshall when the 
following passage caught my attention:
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While interviewing and writing the stories I would engage with someone’s 
situation in some depth. I sometimes experienced intense mood swings 
about my own job and organization. At this time the latter was often not a 
comfortable place to be, and I would sometimes want intensely to 
leave...As the research progressed and gathered its own energy it 
became a substantial reason for staying. But then working on it 
challenged my lifestyle. I wondered why I work so hard and for so many 
hours a week and for so many weeks a year. I regretted all the other life 
activities I do not have time for. I questioned how much choice I have in 
these matters and what motivates me... Some of my lifestyle questions 
await me when I finish writing this book.”
Marshall (pp. 33-34)
Even the explorer may derive comfort from the knowledge that someone else has 
travelled the same path.
Before concluding this chapter, I wish to record how one aspect of each the director’s 
stories had come to leave a lasting impression upon me. This was the significance of 
the crucible or critical incident in the story. Throughout the period of the research, I 
had been struck by the recurrence of negative experiences that appeared to have 
had a profound impact upon the story’s development. However, I was beginning, at 
last, to acknowledge to myself that it was precisely such negative experiences that I 
had been looking for.
The analysis of the data revealed a significant array of such critical incidents, some 
of which were indeed negative. But this was far from providing a complete picture. 
Some experiences were dramatic, such as losing one’s job. Many were concerned 
with encounters with people who, either instantly, or over an extended time period 
came to have a life-shaping impact on the change driver.
I felt it necessary to explore this aspect, in what I had recorded as the meta-category 
crucible(s) in greater depth.
7. (vi) Crucibles and the Symbolic Growth Experience
“It’s funny -  you go along riding whichever groove you’re in to the best of 
your ability, trying to mind you own business and have quite a time of it 
when, all of a sudden, without warning, as if from nowhere, your life 
throws you a curved ball, things take on a bizarre twist, everything 
changes irreversibly and it leaves you stunned and thinking nothing will 
ever be the same again”
Barefoot Doctor, 2003,
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Earlier in this chapter, I recorded that I had decided to note significant or crucible 
experiences that the change driver directors mentioned during the course of our 
interviews. These were experiences that they indicated had either shaped their 
sensemaking in the past or by which it was significantly changed during the course of 
the study. I summarised these experiences against the meta-category, “Crucibles” 
taking this term from Bennis and Thomas (2002). In this recent study of younger and 
older leaders, they note that, without exception, each of their subjects described such 
a crucible experience as having been crucial to shaping their life and approach to 
their role as a leader. The authors comment that such experiences are, “above all, 
places or experiences from which one extracts meaning, meaning that leads to new 
definitions of self and new competencies that better prepare one for the next 
crucible”, (p.98).
The notion of an experience having the potential to be a crucible from which 
transformational learning may be extracted is a powerful one. But Bennis and 
Thomas acknowledge that their focus of attention is on successful leaders and the 
characteristics they may have in common. They conclude that all successful leaders 
have been transformed by a crucible experience. But they do not suggest that all 
crucible experiences are transformational. Indeed they go so far as to state, “As we 
all know, while everyone is tested, some people fail. They learn nothing in a potential 
crucible, are broken in it, or emerge confused and demoralised. But to a person, our 
geeks and geezers came through in good psychological health ready and able to tell 
their tales”, (P.101). It could be argued that Bennis and Thomas’ reasoning is 
tautologous since, had their subjects not come through the crucible in such robust 
condition, they would not have been of interest to them in their study.
This equates with the view that all learning implies growth and that all 
transformational experiences are positive, leading to higher levels of awareness. 
The experiences of the change driver directors in the present study suggest that the 
word ‘crucible’ is appropriate to describe their life changing experiences. They may 
have been transformed by them in the sense that their worldview became radically 
different from what it had been prior to the experience. But the key word here is 
“different" rather than anything necessarily implying growth or progress to a higher 
level in some sense. Thus, Guiting Power, for example, considered that his personal 
life goals had for more than twenty years been limited to career ambition and the 
achievement of the outward and visible trappings of success. He considered that two
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crucible experiences (first, attending the Stanford Executive Programme, which had 
provided him with a mirror to show him both what he was and what he was likely to 
become, coupled to the second experience of suffering serious ill-health problems 
and losing his job) had brought about a fundamental change in his outlook. Purpose 
had replaced achievement as a driving force. He did not describe this as involving 
him in having progressed to a higher level, simply that he was now working from the 
basis of a different set of underlying assumptions about his purpose.
Each of the directors who participated in this study referred to certain important 
events or encounters with people that had had so profound an impact upon them that 
the way in which they perceived the world and their role within it was changed 
significantly. Such events may have occurred recently or at some time in the distant 
past, certainly well before the period covered by the present research. Some may 
have been experienced as crises in the sense described by Fink, Beak and Taddeo 
(1971), while yet others may have been relatively gentle or benign experiences but 
which were no less significant in terms of their impact. During the writing of this 
chapter, an example of the latter type of experience was provided by the retiring 
Director of the Royal National Theatre, Sir Trevor Nunn. In a radio interview he 
described how he had been taken to see a pantomime in Norwich as a child of eight. 
From that day on he had never wanted to work anywhere other than in the theatre. 
The visit to the pantomime was the crucible experience that set the direction for the 
rest of his life. It is possible that everyone has experiences of such a kind but may 
not necessarily recognise them in the definitive terms that were used by Nunn.
In suggesting that such an experience may be an outcome of a personal crisis, I 
have already indicated that it may be a negative one. But many experiences 
producing this crucible effect were neither particularly dramatic (as with Nunn) nor 
negative but nonetheless significant.
Contrasting examples of experiences that were seen by three directors as crucibles 
in the sense that the word is used by Bennis and Thomas (2002) are given below:
Within a few weeks of joining (his first company), I was recruiting people 
who were leading very strange lives, ‘cured’ schizophrenics, Pakistanis 
who spoke virtually no English and people who were recruited directly in 
Malta. This had a profound impact on me. If we gave them a job, their 
lives were literally transformed. It was so different from my own attitude 
towards a job. It really was a life shaping experience ... A major theme 
seems to me to be around the way in which I respond to things at work -  I
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have a very strong sense of how important work is in peoples’ lives -  in 
shaping how they feel about themselves, about their lives.
Bowers Gifford: Interview 27.1.1997
My boss was sick and XXX was new. There was a big review in New 
York looking at our progress on re-engineering. As I knew all the ins-and- 
outs of the figures for Europe and Africa and as he was new, it was 
agreed that I would go to New York. Before the meeting, I happened to 
bump into YYY (the Company’s U.S. President) and he asked me, “Hi, 
how do you think it’s (the re-engineering project) going?” I told him I was 
impressed by the fact that the process was so democratic and he replied 
that there was no other way of doing it that he could see, that we all had 
to feel ownership of what was happening. I genuinely thought he meant 
it. Perhaps at the time he did. XXX wanted me to simply state the facts 
(at the meeting). I had been around long enough to know that that 
wouldn’t go down all that well, so I merely pointed out that there could be 
excessive costs. [The President] didn't say anything but his body 
language let me know that I was totally out of line to raise the issue. I 
hadn’t seen it before. But AAA [his boss] had. Any illusions that I had 
had about democracy, openness and candour in the company dropped 
dead at that moment.
Acton Trussell: Interview 2.9.1998
As a graduate trainee I was under the wing of [The Personnel Director]. 
He was very much of a mentor to me for the ten years that I was at [name 
of company]. When he was killed in a helicopter crash, his death marked 
the end of a phase in my career, indeed of my life. It was a very 
significant factor in my deciding to leave the company. When he was 
killed, I was ‘inherited’ by a Regional Managing Director, a fox of a man in 
his mid-fifties. Things had obviously changed significantly and it was 
clearly time for me to move on.
Monkton Wilde: Interview 17.2.1997
The three examples given above illustrate the point that certain events and 
encounters have a particularly significant impact upon the way in which one 
perceives the world, or at least an important aspect of the world. Each of the 
directors provided examples. Brent Pelham referred to important mentors in his early 
career and to the sense of crisis that he experienced soon after his appointment to 
the role of Chief Executive in a public authority. Carlton Rode also made mention of 
the role of mentors and role models, while Bowers Gifford pointed out how the 
discovery of corruption at a very senior level in his company and his decision to 
become a ‘whistle-blower’, had made him realise just how important his personal 
integrity was to him. Something that had previously been taken for granted, he now 
recognised as being a significant personal strength from which he could add value to 
his role as a director. Baddesley Clinton described how the loss of his position as a 
subsidiary Chairman and Group Vice President had caused him to realise that it was
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impossible for him to maintain the view that he had had of himself as being above 
organisational politics in a corporate environment. For him, he said, the lesson had 
come too late since he had become ill, probably as a consequence of having deluded 
himself for so long that he found himself to be devoid of the personal resources that 
might have enabled him to handle the situation more successfully. Ramsey 
Mereside, in contrast, saw the loss of his role as Chief Executive and his heart bi­
pass operation as the “wake-up call” that had caused him to re-assess what was and 
was not important to him in his life. Guiting Power considered that he had come 
through a similar crisis, that of losing his job and suffering a serious illness, partly as 
a consequence of being reminded of the lessons that he had learned some years 
previously while attending the Stanford Chief Executive’s Programme in California:
Throughout my career I had been extremely ambitious. I saw each 
promotion as a stepping-stone to the next, more senior, more important 
one. I was determined to get to the very top of a multi-national. The first 
time this way of life was challenged was when I went to Stanford. I noted 
that those who were in their forties were, like me, ambitious go-getters, 
while those in their fifties seemed to be primarily interested in their stock- 
options and their pensions. I said to myself, ‘I will never allow myself to be 
like that’. Presumably something must have happened in the intervening 
years to make me change my views. But I couldn’t see what it was until I 
was out, figuratively, on the street. I think we looked at it as a fear of 
losing the job, a need for security on the part of the fading executive. 
Perhaps it is for some people, but I doubt whether that’s the case for 
most. It’s much more a shifting sense of value -  recognising that you 
must be doing what you are doing for something -  and that that 
something must be more than the next job which is, after all, only a job.
Guiting Power: Interview 27.1.1997
He said that he was sure that there was an . obvious element of rationalisation after 
the event about the reasons for his changed perception. But he thought that more 
significant was the fact that, prior to his attending Stanford and the subsequent loss 
of his position, it simply had not occurred to him as being an issue. But once he had 
experienced his own deep crisis, he saw both age groups at Stanford as having in 
some way missed a significant point about life. As a Senior Vice President of a major 
multinational corporation he had been in a position where he had had access to 
many of the symbols of an excellent quality of life. But they had not been his. “They 
had been on loan”. Therefore, while they were important as measures or symbols of 
his success, indicators of the point that he had reached on one particular career 
journey, he had discovered that they were without any intrinsic value or significant 
meaning for him. He went on to suggest that he was not saying that they were no
276
Change Drivers
longer important to him, simply that they were now important to him in a different 
way. He illustrated what he meant by this, saying that he had been approached by 
another multinational to become the head of a, “premium brand company in the 
USA”.
Five years ago that would have been my dream job. But my wife and I 
considered it and thought whether we wanted to move to the States and 
decided, 'No'. So, something in me had changed
Guiting Power: Interview 27.1.1997
Finally, Alton Barnes described his experience following the merger of his company 
with a major competitor, and the sudden realisation of nearly all his change 
objectives ‘overnight* as like, “being carried piggy-back up the final few yards to the 
summit of Everest”. His life goals may have been achieved but the personal 
satisfaction that lay in their achievement had been denied him. Shortly after this 
experience he decided to take early retirement.
Each of these experiences was perceived by each director to have caused him to 
make a significant change in the way that he perceived his position in the world and 
his relationship to it. Bateson (1973) argues that all learning involves change, that 
learning something (proto-learning) carries with it the potential for learning something 
more; i.e. learning to learn or deutero-learning (pp. 136 -  149). Vaill (1996) defines 
learning as:
Changes that a person makes in him or herself that increase the know- 
why and/or the know-what and/or the know-how (that) the person 
possesses with respect to a given subject.
Vaill, p.21
For Acton Trussell, the crucible experience of losing his job left him with a profound 
sense of loss from which, he said, he felt he would never recover. For Alton Barnes, 
his company's merger with a competitor led rapidly to the unexpected fulfilment of 
some of his lifelong aspirations several years earlier than he had anticipated, after 
which he felt that his working life was in a vacuum. The idea of ‘success’ or ‘failure’ 
here is irrelevant unless, of course, the focus of interest is on the words themselves, 
as is the case with Bennis and Thomas’ study of successful leaders.
Despite these reservations, the concept of the crucible experience is one that is 
useful in the present context and, therefore, will be explored a little further.
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Bennis and Thomas identify four factors as being critical to ensuring that a crucible 
experience is one from which a person may profit.
The first of these is adaptive capacity, which they define (p. 91) as applied creativity 
(“the ability to look at a problem or crisis and see an array of unconventional 
solutions”), together with the ability to understand context and to recognise and seize 
opportunities.
The second is the ability to engage others in shared meaning through the third factor, 
which they define as possession of a compelling and distinctive voice. The fourth 
and final factor is a, “strong sense of integrity and awareness of and commitment to 
personal values”.
They add a supplementary,, fifth overriding characteristic, which they label lneoteny’ 
or “youthful vigour, curiosity and energy for learning”. Searching for these 
characteristics among the change driver director’s stories, it was possible to find 
sufficient examples of each to suggest that the crucible experience was indeed a 
meaningful category in terms of which to review the data. But it was also necessary 
to recall that the purpose of the present research was not to identify characteristics of 
more and less effective leaders but to develop an understanding of the sensemaking 
and learning processes experienced by those who are accountable for bringing about 
significant change within their organisations.
This requires a focus upon the nature of the crucible experience itself. What is it 
about such experiences that would merit the description ‘transformational’? It 
appears to have much in common with Watzlawick, Weakland and Fisch’s (1974) 
distinction between first and second-order change, where the former is described as 
a change within an existing pattern, while the latter involves changing the pattern 
itself. Second-order change in the context of the present study could be seen as of a 
kind arising from an externally induced change such as a takeover; a collapse in 
market share or losing one’s job in the corporate environment, or the experience of a 
life threatening illness, bereavement or divorce at a personal, life world level.
In a recent paper Tosey and Mathison (2002) quote the definition of Transformative 
Learning offered by the Transformative Learning Centre at the Ontario Institute for 
Studies in Education:
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Transformative Learning involves experiencing a deep, structural shift in 
basic premises of thought, feelings and actions. It is a shift of 
consciousness that dramatically and permanently alters our way of being 
in the world. Such a shift involves our understanding of ourselves and 
our self-locations; our relationships with other humans and with the 
natural world, our understanding of relations of power in interlocking 
structures of class, race and gender; our body awareness, our visions of 
alternative approaches to living; and our sense of possibilities for social 
justice and personal joy.
As with so much of the literature in relation to views of change, learning and 
transformation, this definition, while initially helpful, spills over into social, political and 
environmental dimensions with concomitant suggestions of growth towards a higher 
level of being. The crucible experiences that it is suggested were transformational 
for the change driver directors were, indeed, sometimes of such a kind, but they were 
just as likely to result in a transformation such as involved an acceptance of the 
limitations to, or the lack of realism of, a set of aspirations or goals. Crucible 
experiences described by Bowers Gifford and Monkton Wylde, for example, led each 
of them to a place where they reported feeling less stressed and more at ease with 
themselves and their situations. While these were undoubtedly powerful learning 
experiences for both of them, their experiences are characterised by a sense of 
coming to terms with what they already are rather than by one of growth towards 
becoming something more, and at a higher level.
The present research, is rooted in the methods of heuristic inquiry as outlined by 
Moustakas (1990): In reviewing a number of applications of heuristic research, he 
describes its contribution as a process of discovery to investigations of the symbolic 
growth experience. Such experience has much in common with Bennis and Thomas’ 
crucibles. Thus:
Symbolic growth refers to a sudden, dramatic shift in perception, belief, or 
understanding that alters one’s frame of reference or worldview. The 
internal change or revision is usually connected with an external event 
but the connection is synchronistic, an international or spontaneous 
happening rather than the result of a cause-effect relationship. The shift 
in perception and meaning launches in some measure a new attitude, a 
new process of learning, a character or personality shift in identity and 
self-hood.
(Moustakas, 1990 p.99). 
Frick(1990) suggests two themes that characterise the symbolic growth experience:
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1: Integration, order and stability through which the individual attains self- 
consistency and brings unity and completion to an incomplete structure of 
personality. .
2: Differentiation, change and growth through which the individual 
discovers and actualises new facets of the self.
Frick, reported in Moustakas (1990, p. 100)
While Frick suggests that these two characteristics are apparently contradictory, he 
argues that it is the symbolic growth experience itself that serves as the unifying 
bridge between them, becoming,
a liberating experience for it transcends all of the artificial barriers, 
disharmony, and distance we have established between ourselves and 
the substance of our being and existence. A more total reality emerges 
encompassing both the person and environment.
Frick reported in Moustakas, (1990, p. 73)
This description of the integrative nature of the apparently contradictory elements of 
the symbolic growth experience echoes concepts in the fields of organisation design 
and organisation development. Lawrence and Lorsch (1977) proposed that 
organisation design involves two key considerations. The first is to organise each 
organisational subtask in a manner facilitating its effective performance. Given that 
subtasks will vary in the predictability of their outcomes, they are likely to require 
different structures. It is also likely that they will generate different cognitive and 
emotional orientations within these different structures. This aspect of organisational 
design requires a capacity for organisational differentiation. The second 
consideration, they suggest, involves the integration of the differentiated subtasks in 
order to facilitate successful completion of the task as a whole. The most appropriate 
way of achieving integration will be dependent upon the level of differentiation, since 
the greater the level of difference between two subtasks, the more challenging it will 
be to achieve effective collaboration between those charged with carrying them out.
Achieving an optimal balance between these apparently contradictory aspects of 
organisation design is a critical aspect of the senior management or director’s role. 
The capacity to successfully manage contradiction and paradox would, therefore, 
appear to be a core competence for any would-be change driver. However, coming 
to terms with this in practice, rather than in theory, may well be dependent upon the 
change driver having had and successfully emerged from a crucible or symbolic
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growth experience and its aftermath such as is described by one of the change driver 
directors, Brent Pelham. Recalling how pressurised he had found his role as Chief 
Executive at first, he had likened himself to the music hall performer, keeping an 
increasing number of plates spinning on the ends of flexible poles. The more plates 
that he had managed to set spinning, the more inevitable their eventual fall appeared 
to him to be and the more anxious he became:
It really feels like the man all of a sudden spinning the plates going round 
and giving the poles a little wiggle and hopefully not too many plates fall 
down at any given time. So you feel you are running at an increasingly
 You need to run faster tomorrow than you did today just to keep
them in a spin.
Brent Pelham: Interview 22.2.2000
Later in the same interview he described his situation in terms of a somewhat 
different metaphor when answering a question about what he considered to have 
been the most important lesson he had learned about managing organisational 
change. He said that it had probably been gained from building sandcastles as a 
child and discovering that, however hard he toiled, the tides would destroy his work 
every day.
It gave me a sense of realism and proportion. I am engaged in a long­
term process that started long before I took on this job and which will 
continue long after I leave it. The satisfaction comes from the small wins, 
the sense that we are headed in the right direction and the knowledge 
that I am part of the steering process. That’s both a source of satisfaction 
and a privilege.
Brent Pelham: Interview 22.2.2000
The symbolic growth experience arising from this particular crucible is one of 
acceptance and acknowledgement rather than of some kind of upward movement 
and development. The learning is, however, no less significant.
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Chapter 8: Illumination 2: Organisational Change,
Personal Focus and Contextual Orientation
“If people are always in the middle of things; then what is it that they are 
in the middle of?”
Karl Weick
Overview
The experience of researcher illumination from the perspective of the 
directors’ data based narratives is described. Reference is made to a 
range of models and approaches drawn from the researcher’s prior 
experience as director, practitioner and researcher. Illumination takes 
the form of an emergent model that links the nature of personal focus of 
the director upon the change for which he has responsibility and his 
perspective with regard to the context within which the organisation and 
changes to it are located. The apparent position of each director is 
mapped in terms of this model.
8. (i) Illumination as a Continuing Process
Having written each of the director’s change driver stories on the basis of my own 
recollected knowledge from before, during and after the interviews, I reviewed them 
several times. From these reviews, as I have described in the preceding chapters, I 
developed and classified various themes in terms of the meta-categories that had 
emerged from the mind-map summaries that I had made, based on the recollected 
stories. I then developed a set of further filters based on the six nested categories 
that I had acquired through my discussions with Elspeth Campbell on her work in the 
area of systemic organisational practice and the writers on Systemic Organisational 
Practice to whom these discussions had led. I found these additional filters provided 
me with a useful validity check on the usefulness of those that had emerged from the 
heuristic process, giving me confidence to proceed. I had then rewritten the stories 
from the interview data and informed by the classification and categorisation 
processes through which the data had been filtered.
The conversion of recalled experience into written stories, the development of 
categories and the subsequent conversion of data, filtered by the categories, into 
parallel stories was a vital and lengthy aspect of the immersion phase of my heuristic 
inquiry.
The process was helpful, re-acquainting me with the stories as lived by the directors, 
and revealing to me the extent to which the recalled stories reflected my own
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perspective and concern for the wider context within which each director’s story was 
located. But it was also frustrating. The stories that emerged from the data had no 
beginnings and no endings. Each director and I, the researcher, was, “in the middle 
of things”. Far from helping me to make sense of the change processes that each of 
us was experiencing, I found that the process of filtering, classifying and categorising 
served as one of noticing rather than of sensemaking (in Marshall’s telling phrase, “a 
mechanical categorization of uncomprehended material” (1995, p.31). While 
recognising that this process was consistent with Weick’s sixth property of 
organisational sensemaking, being focussed on and by extracted cues, the cues that 
emerged from the data in terms of the categories seemed less endowed with 
meaning than I experienced from each change driver’s story when taken as a whole. 
This latter sense of ‘beholding’ the stories (again to use Marshall’s terminology) had 
much greater significance and meaning for me, despite the fact that none of the 
stories was complete, in the sense that none had a clear beginning or an obvious 
conclusion.
The process of classification and categorisation, while helpful in linking the stories to 
a variety of contexts and possible frames of reference, also served to fragment them, 
insofar as I found myself able to extract from them clusters of elements that recurred 
in several of the stories while being totally absent from others. Examples of such 
element clusters can be found in the crises experienced by Acton Trussell, Guiting 
Power, Bowers Gifford and Baddesley Clinton; the broad and open-ended 
approaches to change that were adopted by Brent Pelham, Monkton Wylde and 
Carlton Rode; the focus and single mindedness in pursuit of something relatively 
undefined but which was seen as demanding the passionate commitment of both 
Ramsey Mereside and Alton Barnes. But though these differences were no doubt 
important, pursuing such themes seemed to reduce rather than enhance the 
meaningfulness of the stories to me. It had the effect of reducing the stories to 
information.
This caused me to appreciate once more just how different the processes of 
qualitative research and especially of heuristic inquiry are from that of the structured, 
positivist research methods that I had previously employed. I harboured grave doubts 
concerning the validity, let alone the utility, of what I was doing. It had been 
suggested to me that the process of immersion and incubation would be likely to be 
an extremely uncomfortable one, an experience of the ‘dark night of the soul’ variety. 
(“In the real dark night of the soul it is always three o’clock in the morning,” F.Scott
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Fitzgerald in The Crack-Up’, 1945). But here again, while this did not appear to be 
an inappropriate description of how I experienced this stage of the research process,
I could not distinguish whether this experience was something that was emerging 
from the process of incubation and immersion or whether it was in fact something 
that I was bringing to it. Either, it seemed to me, would have been possible.
The change of perspective from Vickers’ (1968) definition of the alleged neutrality of 
the arm’s length, objective, “spectator-manipulator” to that of concerned actor, 
sharing the world of the research subjects as “actor-experient” was particularly 
challenging. Not only was I sharing the world of the directors, it was a world in which I 
had worked for a number of years and which was, therefore, to some extent my own.
I could not be certain whether the shadows that appeared to fall across the data 
contained within the stories were cast by the experiences of the directors or by my 
own prior experience. Again, in all probability, it was both.
I was particularly conscious at this stage of Weick’s (1995) observation that,
people remember events that have the same emotional tone as what they 
currently feel ... Past events are reconstructed in the present as 
explanations, not because they look the same but because they feel the 
same.
and Mair’s (1990) comment that, “as we tell, so we come to know ... the words and 
sentences that we speak are speakers of us, as much, if not more, as we are 
speakers of them” {p 123).
Hence, it seemed to me, my tendency to focus on the negative aspects of the 
directors’ stories could be considered as reflections of my own negative feelings' 
consequent upon the events in my personal and business life that had occurred at 
about the same time that I was first endeavouring to make sense of the data.
During this period, I seriously considered either abandoning the research altogether; 
or reducing my goals and, perhaps, publishing the stories in a format where they 
could speak for themselves, letting the reader extract whatever was meaningful in the 
stories for them. I also avoided the difficult issues that the research was raising for 
me by immersing myself in other work. This process was extended as a 
consequence of the fact that, each time I returned to the stories I continued to be 
troubled, for example, by the pain reflected in my interviews with Acton Trussell and
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Baddesley Clinton, the fact that only Brent Pelham and Carlton Rode remained in the 
roles and organisations that they had occupied when the research had begun and 
that none of those who had moved on had done so primarily of their own choosing. 
At this stage the stories seemed to me to have little to do with the successes or 
failures that are characteristic of much popular management literature, but rather with 
a feeling that organisational change is largely a process of plotting a course through 
a sea of almost random variations occurring at many different levels. A recurrent 
image that occupied my mind during this phase of the research was Brent Pelham’s 
comment that one of the most important management lessons that he had learned 
had been gained as a child while building sandcastles on the beach. While he might 
get better at it with practice, the tide would always have removed his work by the time 
he returned to the beach the following day. But this hadn’t made the castle building 
any less rewarding to him.
I decided to attempt to take a different path through the stories. 1
In earlier chapters (one, two and four) I have made reference to the suggestion made 
by various students of organisational change that such change may be considered to 
occur and be experienced at different levels, Bartunek and Moch, p.289 (1986) 
Mitroff and Linstone, (1993), for example. I also acknowledged my early debt to the 
“grand theorists” of sociology, social action and social systems, Merton and Parsons. 
My very early interest in theories of social change had been developed in relation to 
the responses of religious institutions to attempts to generate change from within the 
system (Cohn, 1957). In terms of these models, change was perceived as 
incremental or evolutionary within clearly perceived limits of social control. Such 
change could be analysed in terms of models developed within a mind-set of 
bounded rationality.
Discontinuous change was likely to be an extremely rare occurrence when applying 
these models, change triggered, for example, by a natural catastrophe (such as the 
destruction of Pompeii or the fall of Constantinople) or an intervention from outside a 
specific social system such as the arrival of U.S. troop ships in Melanesia during 
World War II, Worsley (1957).
The history of the past thirty years has suggested that the experience of 
discontinuous change is either far more common than could be assumed by such 
models, or that the perceived boundaries around the systems in which we perceive
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ourselves to operating have been expanded to such an extent that they have little 
significance in terms of social control or of providing a meaningful context for 
individual or organisational experience. Technological developments from the 
industrial revolution to the present day have been implemented at an exponential rate 
of growth, frequently outpacing the capacity of social institutions to accommodate 
them. Thus, while technological developments may, from a distance, be seen to 
have been accelerating rapidly but logically, their impact upon social institutions has 
tended to be both discontinuous and highly disruptive. Organisational opportunities 
to accommodate such change by taking up slack resources (Galbraith,. 1977) 
whether in terms of capital, cash or the numbers and skill levels of people, have been 
severely curtailed. As a consequence, perhaps, the idea of change itself has come 
to be regarded as inadequate in some quarters. For change to be perceived as 
being of significance, the word ‘change’ in the writings of some students has had to 
be replaced by the word ‘transformation’ (Tosey and Robinson, 2002)
It was in this context that I revisited the suggestion that organisational change may 
be considered to occur at different levels, but decided to consider such multiple 
changes as concurrent or simultaneous occurrences rather than as discrete 
processes.
Watzlawick, Weakland and Fisch (1974) distinguish between two levels of change. 
They suggest that first order change occurs within an established pattern, where 
basic assumptions are unchallenged and, therefore, remain the same before, during 
and after the change. Such change is what Bartunek and Moch refer to as change at 
level one, involving ‘digital communication’ and where change management is largely 
a matter of information processing capacity and capability. It involves both level one 
and level two of Mitroff and Linstone’s (1993), ‘ways of knowing’, i.e. reaching 
consensus as to the nature of a problem and approaching the problem as though it 
were capable of being reduced to its constituent parts and re-assembled in a manner 
that will facilitate the accomplishment of change in the desired direction. At these 
levels the critical requirement is for information. The change process is managed 
through the manipulation of extrinsic variables (Fisher and Torbert, 1995) rather than 
through securing the commitment of those involved in the change process by means 
of a process of persuasive communication that engages intrinsic variables such as 
the values, meaning attribution and sensemaking processes of these change 
participants.
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The data provided by the interviews with the directors had almost overwhelmed me 
with information. The process of classifying and categorising the interview data 
made it more manageable and susceptible to manipulation but no more meaningful. 
The process of engagement with the data at this level was, for me, restrictive, 
reducing my level of experiencing the meaning of the directors’ stories as change 
drivers to a set of level two formulae [Mitroff and Linstone (1993)]. The classificatory 
patterns and categories that I imposed upon the data seemed to be taking me back 
to what Mitroff and Linstone describe as a, "cookbook of mechanical procedure” in 
search of the “right” answer.
Where the established patterns and underlying assumptions of organisational 
sensemaking are significantly altered, it is argued by Bartunek and Moch; 
Watzlawick, Weakland and Fisch, and others, second order change may be said to 
have occurred. Bateson (1973), links such change with learning since,
the word ‘learning’ undoubtedly denotes a change of some kind. To say 
what kind of change is a delicate matter... Change denotes process. But 
processes are themselves subject to ‘change’. The process may 
accelerate, it may slow down, or it may undergo other types of change 
such that we shall say that it is now a different process.
The link between theories of.organisational change and theories of learning are 
particularly relevant to the present study’s concern to explore how the change driver 
directors themselves changed while driving change through their organisations; how 
they made sense of their experiences and what they may have learned from them. 
Marshall (1995) comments that in her view, ‘much change is not change [at all] but 
rather a rearrangement of what was happening before’ (p.5.) Such pseudo change 
again would fall into the Level One categories of Watzlawick, Weakland and Fisch, 
Bartunek and Moch etc.
The link between organisational change and learning is further developed by Argyris’ 
(1997) distinguishing between two levels of organisational learning. In this paper he 
defines organisational learning as a process for detecting and correcting errors. Such 
error is defined as, “any feature of knowledge or knowing that inhibits learning” 
(p. 116). He suggests that when the organisational learning process enables the 
organisation to carry on with its present policies and practice, in order to meet its 
objectives, it may be described as single loop learning. He uses the metaphor of a
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thermostat that "/earns" whether the temperature is too hot or too cold, regulating the 
heat source appropriately.
The thermostat is able to perform this task because it can receive 
information (the temperature of the room) and, therefore, take corrective 
action.
There is much in common between this model of organisational learning and that 
which is implied in Galbraith’s (1977) uncertainty model of organisation design 
discussed in Chapter One. According to this model, levels of organisational 
uncertainty are a function of the volume of information that is required for task 
completion as compared with the volume that is available at the time of the task’s 
commencement. Bartunek and Moch (1986) suggest that the kinds of information 
that are required for the correction of error can be described as being accessible 
through digital communication, of the kind; “Too hot? - Yes -  lower temperature. 
Too cold? -  Yes -  increase temperature” Even complex organisational processes 
can be regulated in this manner, provided that the necessary information is (a) 
available and (b) comprehensible. Corrective action at this level involves effective 
processes of information collection, management and access. In Bartunek and 
Moch’s terminology this involves corrective action at a first-order level of change, 
while in Argyris’ terms the corrective action would be dependent on single loop 
organisational learning -  even though potentially involving a very large number of 
interlinked loops of this kind.
Argyris moves to a second level of organisational learning by suggesting that,
if the thermostat could question itself about whether it should be set at 68 
degrees, it would be capable not only of detecting error but questioning 
the underlying policies and goals as well as its own programs. This is a 
second and more comprehensive inquiry, hence it might be called double 
loop learning.
He suggests that such questioning, however, runs the risk of violating significant 
organisational norms, which present a significant potential for inertia, resistance or 
conflict.
Drawing on the work of Cohn (1957) and Worsley'(1957), I have suggested (Chapter. 
One) that, in the context of the wider social system, tendencies towards homeostasis 
make radical internal change virtually impossible where established norms, whether
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secular or religious, are crucial elements of social control, regardless of whether 
these occur in mediaeval European society, in the Islands of Melanesia during the 
Second World War or in any clearly bounded social system.
But these two studies offer a clue to the possibility, indeed the likelihood of quite 
different levels of change being experienced simultaneously.
In reading through the directors’ stories and their descriptions of the changes upon 
which they had embarked, it does not appear that any of them described such 
change initially in terms suggesting that they saw them as restricted to the lowest 
levels in the variously proposed change hierarchies. They tended to describe them 
in broad terms ranging from details of information planning, through reviews of 
structural processes, issues of group and personal commitment to matters of 
underlying organisational culture and beliefs
But later, in making sense of what they were doing, most of the directors appeared to 
reduce their range of attention to a single level of the specific change process in 
which they were engaged and, in so doing, became constrained by the mentality and 
logic involved in perceiving the change as a project i.e. as something that has a 
specific goal that is deliverable within clearly determined boundaries and, therefore, 
having a definable beginning, middle and end.
They were responding to demands placed upon them by internal organisational 
power shifts or external economic, market or technological developments that 
required action. In doing so, the model provided by Galbraith seemed to be 
applicable. The changes could all be perceived as being concerned with reducing or 
managing levels of complexity and uncertainty within the organisational subsystem 
through the gathering, codification and manipulation of information.
But their individual stories suggest that organisational change involves flows rather 
than a series of discrete events. It has no single start or end point. Such points may 
be identified within a formal change planning process, and perceived retrospectively 
as having in fact taken place. Weick suggests (1995, p.43) that while our 
sensemaking narratives and stories may have a beginning, a middle and a 
conclusion, such narratives are always generated after the event. ‘People are always 
in the middle of things, which become things only when those same people focus on 
the past from some point beyond i t ’ Even though my interviews with the change
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driver directors took place over an extended period of months and years, they always 
involved them in reflection. What had happened since our last meeting? Defining a 
change process as a project is, for Weick, a key part of the sensemaking process. 
However, once this is done, as part of the requirement for uncertainty reduction or 
uncertainty management, the change project (and therefore its driver) becomes 
vulnerable to surprise and interruption. Because, argues Weick, once the change is 
conceived of as a project, the flows (of which each project is merely one of many 
elements) are experienced as a source of potential interruption and threat to the 
achievement of the project’s success. As noted earlier, it is when we experience 
interruptions to our projects (to manage a change from A to B) that we seek for 
explanations, causes and, frequently, people to blame as we become anxious about 
the implications of the interruptions for the project and its success. Interruptions to a 
state of flow generate an emotional response, and this takes the change driver (and 
others) from a level one change activity to level two or beyond. “It is precisely 
because ongoing flows are subject to interruption that sensemaking is infused with 
feeling", (Weick, 1995, p.45).
The change drivers in this study all experienced such interruptions to their change 
projects. Sometimes these interruptions were highly dramatic as described by Acton 
Trussell on returning to London to learn that his concentration on his Eastern 
European project had caused him to, “take his eye from ball in the UK", as a 
consequence of which he was fired. Or Ramsey Mereside’s comment that his 
concentration on the change project within the Energy Company had led him to fail to 
notice the major shareholder, “creeping up on the company and my heart creeping 
up on me". Or Alton Barnes’ experience of, having championed the cause of 
corporate risk management against the resistance of the sceptical management of 
his company’s semi-autonomous business units. Later finding that he was 
transported to instant success following the merger of his company with a major 
competitor and the decision of the new management to implement all of his ideas 
within a modified structure. His ‘project’ had been to gain recognition for the function 
that he headed. Once this was achieved, as a consequence of an external change 
upon which he exerted no influence, his project and, therefore, his reason for being in 
the company appeared to him to have disappeared.
In these situations, the change driver directors, notwithstanding the positions that 
they occupied as directors of their organisations, in fact had little or no control over 
such interruptions to their change projects, be they as dramatic as the need for
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bypass surgery or the loss of one’s job, or simply a change in the makeup of a 
management team. Not one of the directors’ change goals was precisely realised but 
while for some this was catastrophic for others it was no more than they had 
anticipated, as for example in the cases of Brent Pelham, Carlton Rode and Bowers 
Gifford who saw their changes more as movements towards a desirable state within 
a continuous flow process rather as discrete projects to be delivered.
To make sense of these interruptions requires an acceptance of what Mitroff and 
Linstone (1993) describe as ‘multiple realities’, where “the acknowledgement of 
uncertainty itself becomes a fundamental characteristic of the process of knowing 
and even of knowledge itself’. This in turn requires the change driver to operate at a 
higher order or level of change than that which appears to be required by the project 
that they define as being necessary to bring the change about. In doing so the 
change driver’s primary requirement ceases to be for the acquisition of additional 
information and an increased capacity to process it in order to bring the project back 
under control, instead he now needs to question norms and values, reappraise 
priorities and to become clear about his own preferences in order to be able to 
determine what really matters to him. Instead of being a project, the change 
becomes a matter of crucial concern to the change driver’s sense of self.
The experiences of the nine change drivers suggests that the point at which 
sensemaking is most demanding of reflection and reappraisal is likely to occur when 
the change driver is feeling least in control and, unless he is already operating with a 
mindset that is accepting of the possibility of change at levels two or three, is likely to 
increase his investment in level one change activity. Or to lead him to try to make 
sense of what seems to him as something that has gone wrong and to explain to his 
own satisfaction why he is no longer ‘in control’.
When the change driver experiences interruptions or discrepant events Louis (1980) 
as crises, rather than as variations in an ongoing flow process of flow, he is forced 
into a state of reflection and reappraisal. How he goes about that process (on the 
basis of the change drivers’ stories) depends to a considerable extent on the locus of 
his primary attention. The more that the change is perceived as a personal project of 
the change driver, as opposed to being part of an on-going, multifaceted and multi­
level flow process, in which his particular change project is but one of many 
elements, the greater the negative impact of discrepant events is likely to be. The 
greater the negative impact of these events the more likely they are to be
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experienced as a crisis by the change driver. The more he experiences the project as 
being something personal to him the more likely^he is to see such discrepant events 
as putting not only his project but his person at risk.
This led me to explore the focus of attention of each change driver, as reflected in 
their stories, with regard to the change process that he perceived himself to be 
driving and the nature of his engagement with the process.
8. (ii) Personal Focus
At the conclusion of the first section of Chapter 7, I observed that, following my 
extended immersion in the change drivers’ data, a number of images or themes had 
begun to emerge from the change drivers’ stories that either linked or clearly 
differentiated the experiences that they had described and the ways in which they 
interpreted or made sense of them. In the previous section I have described how 
these themes when classified and categorised led me to feel less in touch with the 
meaning of the change drivers’ stories, as it seemed to me that they had been 
reduced to fragments for purposes of analysis rather than wholes that were rich in 
meaning and significance, at least for the directors and for the researcher.
However, one of the images that emerged had, for example, been concerned with 
where the change driver located himself in relation to the change for which he was 
accountable. This image had prompted me to ask questions as I went through the 
stories, such as:
How does he view,the change? What emphasis does this lead him to 
place on the various different meta-categories, if any (his career journey, 
organisational politics, other stakeholders, the change itself, his learning 
etc.)?
Does he see the change for which he is accountable as a task that he, 
personally, has to accomplish? Or does he see the change more as a 
process in which he has a major part to play?
In going over the recollected stories and those that I had written based solely upon 
the notes and transcripts, it seemed to me that a number of the directors, at various 
stages in their story, appeared to be predominately, “inwardly-focused”, in that they 
saw the change as their task, one for which they were personally and uniquely 
accountable. They saw themselves as pathfinder leaders, being “out in front” of the
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organisation or that part of it for which they were responsible. They saw it as their 
personal responsibility to champion the change and to bring it to a successful 
conclusion.
In responding to the impact of discrepant events upon the progress of the change, 
they tended to place considerable emphasis on organisational politics as being a 
critical factor in determining whether or not their change was successful. They saw 
their role in these politics as being crucial to the change process. They also made 
frequent references to their career journeys and to previous experiences that they felt 
had fitted them for their roles and their present responsibilities. They were likely to 
describe themselves as being involved in, "a game”, in which there were likely to be 
winners and losers. The game was one that they were playing to win. In doing so 
they left the impression that the stakes were high, both for their organisation and for 
themselves, losing was not an option for them. The language of their transcripts is 
frequently littered with violent metaphors and war-like images. They tended to see 
themselves as being at the centre of the change story, which while not necessarily 
being strongly egocentric, nevertheless contained much use of words, such as 
“me”, “my” and “mine”.
In contrast to this inward personal focus, other directors placed the organisation and 
the change itself at the centre of their story. They had a tendency to see themselves 
as observers or as influencers of change rather than regarding the change as being 
something that was under their direct, personal control. This did not mean that they 
did not acknowledge their accountability for the success or otherwise of the change, 
simply that their role was one of a number of important factors that were involved in 
driving (or perhaps guiding or steering) the change in terms of its contribution to the 
overall effectiveness of the wider organisation and in the internal dynamics between 
different functions, departments and individuals that existed within it. They tended to 
emphasise organisational relationships and the development or modification of 
structures and processes that would facilitate positive change in directions 
determined by the environment as much as by factors within the organisation itself. 
Navigators or helmsmen, they tended to treat the change process as contained 
within a larger one of which they might gain some comprehension but which was 
beyond their personal control. They were concerned with plans and programmes for 
managing and monitoring the effectiveness of progress towards accomplishing 
change objectives in steps and stages and for “flagging” significant variances from 
the plan or deviations of direction. Their language contained key words that
293
Change Drivers
emphasised broad goals, and purposes, requiring the personal commitment of 
themselves and others to broad performance objectives and outcomes.
At their extremes, it seemed that these different emphases in a director’s personal 
focus might be described as polarities on a continuum thus:
Personal Focus
O
Inward
I do not mean to suggest that I identified examples of these polar types among the 
nine directors (nor, perhaps anywhere else). It was also clear that each of the 
directors demonstrated some behaviour that could be described as illustrating both 
polar types. However, the stories that they related concerning their experience of 
change suggested orientations that overall were either more inwardly or more 
outwardly focussed. For example:
I couldn’t afford to be away [from London] because of the politics. I would 
have been knifed, figuratively speaking, if I had shifted to the U.S.
Baddesley Clinton: Interview 3.2.1997.
There’s no such thing as a career path in life. Rather there is crazy 
paving which you lay yourself ... Now, from my point of view, I’ve 
obviously been a brand builder and, immodestly, reasonably successful 
at it. I’ve created all sorts of brands. I’ve even invented that Society 
[name of national industry body]. I invented that.
Baddesley Clinton: Interview 3.3.1998.
Researcher:
What would you say have been the key change events for you personally 
in the past twelve months? I’m interested to know whether they have 
been internally generated or externally generated or both?
B. Clinton:
Totally internally ......  What I have learned is that I am sitting in the
middle. I am between all those Regional Barons and Head Office. I am
part of Head Office and yet, I am completely an island  and I was
never consulted in these last twelve months therefore, if you’re not
consulted, no one ever hears about the good things you are doing. They 
only find out about things that they don’t like.
_ _ o
Outward
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Baddesley Clinton: Interview 3.3.1998.
From speech acts such as these, I began to build a picture of Baddesley Clinton as a 
director who operated with an orientation that suggested a more inwardly focussed 
' relationship with the change process than was demonstrated, for example, by a 
director such as Ramsey Mereside from whose interview transcripts the following 
extracts are drawn.
You have to inspire confidence in people that what you are trying to 
achieve through them is possible. It doesn't mean that you are trying to 
convince them that everything will be OK. It means that they feel, ‘He’s 
right, I can do that if I really put my back into it’. That and the feeling that 
it is worth doing anyway. Then provide them with the support they need 
to make it happen. Look at what they’ve achieved. I am very proud of 
that. It’s their achievement but I think they wouldn’t have had the 
confidence to go for it without my support and encouragement.
Ramsey Mereside: Interview 6.5.1997.
In response to the question of what had caused him to grasp the nettle of change he 
said:
It was a mixture of three things. First, a straightforward analysis of the 
business showed me that we were paying £25K a year for a job that was 
worth £12K. Worse than that, we were only getting £6K in value terms in 
productivity. Worse still, everyone knew it, but management didn’t dare 
contemplate a solution. Second, we were losing volume and profitability 
and I was having to make very good people redundant to make up for it in 
order to fund these ne’er-do-wells. We were haemorrhaging quality, 
losing good young engineers because we were scared of the unions. I 
was incensed by the grotesque unfairness of it all. Third, I knew that 
middle managers, good mangers, were not being allowed to confront the 
problem. So management was not in control.
Ramsey Mereside: Interview 6.5.1997.
Now, the lesson for me was, I think, that although I recognised there was
conflict and  I even went as far as to try to analyse what role I should
play in helping [to resolve] that conflict. I identified the things that the 
major shareholder wanted and went to some lengths to try and 
understand what they wanted, what the City wanted, and what this meant
for the non-execs and so on and so forth .... I think I failed to  um... to
build a strong enough relationship with [name of major shareholder].
Ramsey Mereside: Interview 20.8.1997
I would not have missed it for the world, though I wouldn’t necessarily 
want to do it again. But out of that team of five, which includes me, if you 
look at the other four, three of them have written notes or letters or 
whatever, saying what an absolutely fantastic experience it was, and that 
they felt that we, for the first time in their lives, were part of a real team in 
the sense of what we achieved.
Ramsey Mereside: Interview 20.8.1997.
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Even now, today, we’ve got som e as it were .... hangers on who are
still helping out, but know, you know that there’s no future .... Now we did 
a lot of things to keep as many people on board as possible. One of the 
things that was a feature was that we were honest with everybody. We 
told them what we were going to do months and months and months 
before they actually saw an impact. We gave them training so that they’d 
got better jobs. We promoted some people so that they’d leave at a 
higher level ... so we did a number of things ... of which the involvement 
thing was the biggest we never had a ‘them and us’.
Ramsey Mereside: Interview 20.8.1998.
Ramsey Mereside’s references tend to be outwardly focussed towards the goals that 
are associated with the change and to achieving the commitment and “buy-in” of 
those who will be required to deliver it or who will be affected by it. While he 
acknowledges that he is cast in the role of change driver, he has this role because he 
perceives change as a necessary. response to both internal issues of equity and 
fairness and external circumstances, regardless of whether these circumstances may 
be perceived as threats or as opportunities. To change is an imperative. The risks, 
achievements, successes and failures involved are shared between the members of 
the team that must be mobilised and of which Ramsey himself is an integral part, 
leading, but not from, “way out in front”.
I scanned the data and transcripts of the nine directors’ interviews to see if they 
would provide me with an impression of whether it might ‘make sense’ to see how 
each one might be located on the continuum between a personal focus that was 
either predominately inwardly or outwardly located.
I selected the above examples from Baddesley Clinton and Ramsey Mereside, since 
they represented those of the nine who could be most easily located as being closest 
to the Inward and Outward poles. The other seven directors, while not so readily 
placed on the continuum as the two from whom I selected the above illustrative 
quotations, nevertheless seemed to me to be capable of being located somewhere 
towards either pole of the continuum thus:
Personal Focus:
Primarily Inward:
■ Baddesley Clinton
■ Acton Trussell
■ Guiting Power
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■ Monkton Wylde
Primarily Outward:
■ Brent Pelham
■ Bowers Gifford
■ Carlton Rode
■ Alton Barnes
■ Ramsey Mereside
It should be pointed out that this “Inward”, “Outward” continuum relates solely to the 
personal focus of the directors as represented in the speech acts that illustrated 
various episodes in their stories as recorded by the researcher. They are the 
researcher’s constructs rather than, "types' as represented by, for example, the 
introvert-extrovert dimension of the Myers-Briggs Type Indicator (1996).
8. (iii) Contextual Perspective
While I was considering the personal focus of the change drivers’ stories, a second 
image from the transcripts began to emerge with increasing clarity. This concerned 
the contextual boundaries within which the directors located their stories, and the 
extent to which these were bounded predominantly by those surrounding the 
organisation of which the directors were senior members and the change ‘project’ 
that they were driving, or whether they defined their context more in terms of the 
wider industry, market or economic environment within which the organisation was 
located.
If the boundary appeared to be set primarily by the organisation itself, then the 
director was seen to have an ‘Internal Contextual Perspective’. When the contextual 
boundaries appeared to be more frequently to the wider industry or market, the 
director was perceived to have an ‘External Contextual Perspective’. As with the 
earlier constructs, Inward and Outward Personal Focus, these perspectives were not 
seen to be mutually exclusive. Though it is possible to construct polar positions in 
the same way as for the ‘Inward’ and ‘Outward’ poles thus:
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Contextual Perspective
a o
Internal External
The polar Internal Contextual Perspective could be seen as being characterised by 
frequent references to formal authority structures within the organisation (and to 
those with power to exercise such authority), organisational policies, structural 
hierarchy and systems etc. An External Contextual Perspective, by contrast, would 
be likely to give greater emphasis to the market, competitors, customers, 
technological developments, the industry as a whole and to the actions of 
government.
As in the case of Personal Focus, I looked for examples of speech acts that might 
suggest an orientation towards one or other of the Internal and External polar 
contextual perspective positions. The following quotations are provided by way of
Our motivation has to be continuous improvement of what we do for our 
customers. This doesn’t necessarily mean ever increasing surpluses. It 
does mean incurring costs and creating value. There’s a bit of a paradox 
here. For example, there’s a letter in today’s FT. from the Chief Exec, of 
British Steel challenging Gordon Brown’s view that UK industry is still 
under-performing, strll uncompetitive. He writes how they’ve taken the 
numbers [of employees] down by thousands at British Steel, stripped out 
costs, raised their service level and efficiency to levels that aren’t 
matched anywhere else in the world. What more does Gordon Brown 
want? Well... he’s right as far as British Steel is concerned, but British 
Steel isn’t British Industry. The problem is they are both right. This really 
is the challenge that we’re facing here. There are some shining 
examples but they are the exception rather than the rule.
It has always been important to keep the momentum going by pulling the 
ladder up behind us so that there is never any possibility of going back. I 
closed the [name of merged organisation] Headquarters on the day of the 
merger.
illustration.
Carlton Rode: Interview: 4.8.1998
Carlton Rode: Interview: 4.8.1998
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We’ve transformed a lot of people who were already here, so I haven’t 
had to have wholesale clearouts ... you know? I’ve proved my own 
prejudice can work. I’ve always had the view that it’s too easy just to 
sweep out the old and sweep in the new, so that you then get a breathing 
space from the stock market while you bed in the new people. But I’ve 
always had that prejudice that most people are much better than their 
organisational context allows them to be.
Carlton Rode: Interview 6.8.1999
Yep, it’s very much the issue of having some sort of coherent umbrella 
that.everybody can work under, even if they don’t have to understand 
everything and have everything pre-planned. And it’s the notion that ... 
um ... the guy at the top is seeing the future in a way that is helpful and
that can be signed-up-to by everybody else in the organisation............
One of the rules is to be the eyes and ears of the customer inside the 
organisation, translating for employees what it is customers are 
experiencing in their dealings with that organisation .... It’s about what 
does success look like, ... it’s really trying to paint a picture rather than 
creating a route map
Carlton Rode: Interview 6.8.1999
Carlton Rode provides an example of a director whose story is populated by speech 
acts that illustrate an orientation that is more towards the External Contextual 
Perspective pole than it is towards the Internal one. The following examples, on the 
other hand, might suggest an internal contextual perspective.
I see that you need objectivity to understand what changes need to be 
made but that you also need the involvement to make them happen. You 
can’t have outsiders doing the change .... I see myself as a change 
agent. It’s a real job down among the operators, but I know that I am still 
seen as an accountant -  but I’m a great deal more than that. I have 
experienced the pressures and the pain of change first hand; I know what 
it can mean, believe me. To do it properly involves identifying, valuing 
and developing what is good inside the business. This may need to be 
researched by getting in consultants, but if you let them take control -  
then you are lost
Acton Trussell: Interview 29.1.1997
There is a very strong argument, for example, [that] for every ten million 
spent on Headquarters, there is a need to generate a hundred million in 
revenue. Now one of the things that came out of the OTF [Organisation 
Task Force] and the OER [Organisation Effectiveness Review] is defining 
our role as a Headquarters function, which is really a parenting role. One 
result of having decided what these parenting roles are and what the 
roles of the business units are and having clarified these [has] actually 
made our job a lot easier and a lot clearer ... and it is almost as if the 
business units, overnight, have grown up and actually realised, apart from 
one or two exceptions, that actually their role is different [from HQ]. 
Neither can succeed without the other, the roles are complementary not 
competitive.
Alton Barnes: Interview 27.7.1999
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Carlton Rode constantly looks beyond the immediate organisation, “painting pictures” 
rather than providing route maps. He seeks to extract meaning from beyond the 
organisation, providing “the umbrella”, beneath which the organisation can develop 
and, hopefully, prosper. Acton Trussell and Alton Barnes, while acknowledging the 
significance of the environmental context beyond their organisations' boundaries, 
focus their attention primarily upon the need to fully appreciate and understand the 
organisation’s internal systems and processes. In Alton Barnes’ case he is at pains 
to make explicit the necessary interdependencies between the organisation’s 
Headquarters and Business Units and to ensure that they are clearly understood. 
Acton Trussell sees his role as a change agent as, “developing what is good inside 
the business”. Both see the value of external consultants as being derived from their 
independence, their experience of the external environment and their distance from 
the immediate, short-term concerns of management. As change drivers, it is their 
personal role to be focussed on critical elements that are internal i.e. within the 
organisation’s boundaries.
As in the Personal Focus continuum, I reviewed the transcripts in detail once more, in 
order to explore whether the data suggested that the directors could be placed on the 
continuum between the Internal and External Contextual Perspectives. My initial 
placings were as follows:
Contextual Perspective 
Internal:
■ Acton Trussell
■ Alton Barnes
■ Bowers Gifford
■ Baddesley Clinton *
External:
Monkton Wylde 
Guiting Power 
Ramsey Mereside 
Brent Pelham 
Carlton Rode
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*Baddesley Clinton, at first struck me as being something of an enigma, since he 
provided numerous examples of episodes that appeared to be illustrative of both 
poles on the continuum. Of the nine directors, he appeared to occupy the most 
complex or multiple role position in an organisation. He was Chairman of a major 
consumer goods manufacturing business located in Scotland, while also having 
responsibility for the parent company’s European Marketing activities, a position 
based in London. He was also frequently called upon to act as an industry 
spokesman in the U.K. When the global market for his company’s products suffered 
a major decline following the collapse of several Asia-Pacific currencies, he prepared 
a position paper for the industry setting out what he considered its global response 
should be. Prima facie, this would seem to suggest an orientation towards an 
external contextual perspective.
However, after Baddesley had left the company, and was reflecting on the reasons 
for what he saw to have been his downfall, he made frequent reference to events and 
factors occurring within the organisation that he perceived to have received 
insufficient of his attention while he was one of its senior directors. These included 
matters such as the company’s culture, its value system and its internal, 
organisational politics and, he alluded to the fact that his own role in Scotland had 
come to be seen as being occupied by an “absentee landlord”.
8. (iv) An Emergent Personal-Contextual Model
Having been initially frustrated by the process of reviewing and attempting to develop 
meaningful categories from the data on the basis of which I had written the change 
, drivers’ stories. I found that the stories had now provided me with two dimensions . 
that were reflected in the emphases given in the way that the directors had described 
various episodes in the interviews. The first of these, as I have noted, suggested that 
each had a primary area of personal focus regarding their role as a driver of change 
within the organisation that could be meaningfully located oh a continuum. Four of 
the nine directors appeared to place their emphasis predominantly on an inward 
focus concerned with their personal role and accountabilities. They tended to 
describe the change in which they were involved in relation to their own career 
journeys, emphasising earlier work experiences that had prepared them for the 
position and responsibilities that they now held as director change drivers. They 
made frequent references to organisational politics and to significant personalities
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and stakeholders who might have facilitated or impeded the change and their own 
career. They saw their own role as being pivotal and could described themselves in 
ways that suggested that they saw themselves as pathfinders and map-makers, 
determining the route that the change would take. They made frequent use of 
personal pronouns when telling their stories.
The other five directors’ area of focus appeared to be outward, away from 
themselves, emphasising the broader organisation and the changes through which it 
was passing or through which it needed to pass, as opposed to their specific change 
‘project’. They were more likely to see themselves as facilitators or concerned 
observers of the change process, whose role it was to alert the organisation’s 
members to the need for change and to harness their collective energies and 
capabilities in order to bring change about. They tended to see themselves as 
influencing the change as mobilisers of commitment and resources rather than as 
controllers of the change process itself. They were likely to emphasise the roles of 
groups and teams as being critical to successful change.
The second of the two dimensions indicated a primary location for the directors’ 
contextual perspective. For four of the directors this perspective was predominantly 
internal, i.e. within the boundaries of their organisation. They tended to emphasise 
concerns related to modifications to the structures of their organisation, to re­
engineered organisational processes or to the implementation of changes following 
policy reviews. While the need for such changes might have arisen as a 
consequence of environmental disturbance occasioned by market or technological 
forces, for example, the perspective of the change driver tended to be circumscribed 
by the boundaries of his organisation. Expertise and knowledge could be imported, 
via consultants for example, but these consultants had to be able to, “speak the 
language of the organisation,” if they were to be regarded as having any possibility of 
success. The external environment was something that the consultants could 
“import” across organisational boundaries but it was their responsibility to make it 
accessible to members of the organisation in terms of those members’ culture and 
values, language and expectations.
Consultants and advisors who did not have this approach were likely to be perceived 
by the change drivers tending towards an internal contextual focus as endeavouring 
to manage change by formulae rather than through an in-depth knowledge and “feel 
for” the organisation’s own unique systems and processes.
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The other five directors demonstrated more of an external perspective, taking in 
issues and developments that were external to the organisation, anticipating them 
and factoring them into the change processes for which they were accountable. 
Where they placed the boundaries between their organisation and its environment 
was less clear or possibly mobile. They were likely to make frequent references to 
market forces, social and political developments and to see their own organisation's 
change as being just one part of a wider, social process in which they and the 
organisation had a part to play. Organisational change-was likely to be perceived as 
a continuous process of adaptation within an environment that was fluid and 
sometimes unstable.
The emergent positions of the nine directors on the two dimensions can be 
summarised as in figure 8.1 below:
Figure 8.1
Personal
Inward
Guiting Power 
Acton Trussell 
Baddesley Clinton 
Monkton Wylde
Outward
Brent Pelham 
Carlton Rode 
Bowers Gifford 
Ramsey Mereside 
Alton Barnes
Internal
Bowers Gifford 
Acton Trussell 
Baddesley Clinton 
Alton Barnes
Contextual
External
Brent Pelham 
Carlton Rode 
Guiting Power 
Monkton Wylde 
Ramsey Mereside
From Figure 8.1 can be derived each director’s combined personal focus and 
contextual perspective thus:
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Figure 8.2
Personal Contextual
Focus Perspective
Brent Pelham: Outward - External
Carlton Rode: Outward - External
Bowers Gifford: Outward - Internal
Guiting Power: Inward - External
Acton Trussell: Inward - Internal
Baddesley Clinton: Inward - Internal
Monkton Wilde: Inward - External
Ramsey Mereside: Outward - External
Alton Barnes: Outward - Internal
The polar constructs of personal focus and contextual perspective were finally 
combined to provide a third model or filter against which to consider the recollected 
stories and the transcripts of the change driver directors’ interviews -  the first being 
the meta-categories from the recollected stories, the second being the nine factors 
systemically derived from Elspeth Campbell’s hierarchy.
This third model is summarised in Figure 8.3. on the following page.
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A: Inward
Personal Focus
B: Outward
Contextual Perspective 
1: Internal 2: External
A1
Acton Trussell 
Baddesley Clinton
A2
Guiting Power 
Monkton Wylde
B1
Bowers Gifford 
Alton Barnes
B2
Brent Pelham  
Carlton Rode 
Ramsey Mereside
Figure 8.3
Considering the stories in terms of this model appeared to present me with a useful 
heuristic device.
The stories had developed as a consequence of my meetings with each of the 
directors over a period of months and years. During this period, though the changes 
that I had initially discussed with the directors had been described in terms that led 
them to be readily considered as projects, nearly all of them had been significantly 
affected by wider contextual factors that required the change driver to re-appraise the 
way in which he viewed the process upon which he was engaged. While initially we 
had been able to discuss each of the changes in level one or first order terms as 
suggested by Bartunek and Moch, Watzlawick, Weakland and Fisch etc., the later 
impact of such contextual factors meant that they needed to be re-evaluated in 
higher order terms, at levels two or, most notably in the case of Ramsey Mereside, 
level three. It also became clear that the different change levels are not mutually 
exclusive. An individual could be experiencing change at one or more levels
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simultaneously and part of the challenge to each of the change drivers lay in how he 
made sense of this multiple level change.
What appeared to be important to me was whether or not the strategies and change 
management approaches that the director adopted were appropriate to the levels of 
change having an impact upon him and on the change that he was endeavouring to 
manage at any particular point in time. He needed, for example, to be capable of 
taking a leap of faith (level 3) and carrying his managers and staff with him, while 
simultaneously gathering, interpreting and taking decisions based upon information 
gathered in terms of a level 1 change. He also had to be capable of integrating these 
two processes in a meaningful way to others.
The idea of the change driver director being a gatekeeper between his change 
project and the wider context within which that change was taking place, was one 
that had arisen very early on in the research process. Now it became clear that a key 
requirement placed upon the change driver was to have the capacity to continue to 
make sense of a change initiated at the first level of change, that was itself subject to 
environmental disturbance (discrepant events), which required the change itself to be 
reframed in level two or level three terms. To paraphrase Argyris* metaphor in 
relation to single-and double loop learning, the change driver needed to be able to 
maintain the temperature of the room while simultaneously asking himself what that 
temperature needed to be in the light of new and unpredicted circumstances or, 
indeed, whether the occupants of the room would in fact be better off outdoors.
His capacity to do this at any given moment was likely to be related to the nature of 
his personal focus on the change and the perspective that he held with regard to the 
context within which the change was occurring.
The model presented in Figure 8.3 caused me to go back through the stories once 
more and led me to the following descriptions of the perceptions that were 
characteristic of change drivers who seemed to be primarily located in one of the four 
quadrants as follows:
Quadrant A1: Inward Personal Focus-Internal Contextual Perspective
Tendency to perceive the change process primarily in relation to his own role 
and contribution within the boundaries of the organisation and its internal
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politics. Pays close attention to the actions of key players in the 
organisational game; shows a strong personal identification with the 
organisation/business. Concern for the development of internal processes 
and systems and their role in establishing control of the change process. 
Measures of success and/or failure tend to be expressed in personal terms 
relative to organisational peers or superiors and self.
Key words and phrases: The game; my goal; the plan; winning; losing; this 
business; politics; I; me; them.
Directors from the study: Acton Trussell; Baddesley Clinton
Quadrant A2: Inward Personal Focus-External Contextual Perspective
• Tendency to perceive the change process as being predominantly a response 
to market, social, technological and political forces that require to be balanced 
against organisational needs and priorities to which he offers his experience, 
leadership and direction
Key words and phrases: Leadership; responsibility; the company; the market; 
the competition.
Directors from the study: Guiting Power; Monkton Wylde
Quadrant B1: Outward Personal Focus-Internal Contextual Perspective
Tends to perceive the change process predominantly in terms of its impact 
upon the organisation and its members, their effectiveness and internal 
organisational dynamics. Focus is upon structures, processes and 
procedures and on functional relationships.
Key Words and phrases: Planning, professionalism, integrity, equity, 
performance, outcomes, personal commitment
Directors from the Study: Bowers Gifford; Alton Barnes
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Quadrant B2: Outward Personal Focus-External Contextual Perspective
Perceives the change process primarily as a dynamic interaction between 
organisational members and processes and an even more dynamic and 
uncertain environment. Uncertainty and doubt are givens.
Key Words: Uncertainty; ambiguity; risk; commitment; questions; teams;
acts of faith; belief
Directors from the Study: Brent Pelham; Carlton Rode; Ramsey Mereside
The images and key words that I associated with the four quadrants as they emerged 
from the directors’ stories are summarised in Figure 8.4 at the end of this chapter 
(page 315).
It is important to state that these locations and descriptions emerged from the stories. 
They are not necessarily ones that I would have associated with the individual 
directors as I went through the interviews with them during the organisational 
changes that they were managing and the additional changes, planned or unplanned 
and unanticipated in which they were involved or by which they were affected as the 
study progressed. They are ex post facto descriptions. In addition, it should be stated 
that I believe that several of them would have been located in different quadrants had 
the study been terminated at an earlier time than it was. For example, I would have 
located Baddesley Clinton in quadrant A2 while he remained primarily in his role as 
chairman of a manufacturing subsidiary of his company. I would have located Guiting 
Power in Quadrant A1 prior to his demonstrating his increasing fascination with the 
real-time nature of decision making in the restaurant group and after his move from 
the position of European Vice President of an American multinational company to 
that of entrepreneur consultant. While Ramsey Mereside appeared to move from 
quadrant B1 to quadrant B2 following the acquisition of the company of which he was 
Chief Executive and his undergoing heart surgery.
A significant difference between this study and earlier research work that I have 
undertaken (quite apart from my shift from a positivist to a qualitative approach) has 
been the fact that it was conducted over an extended time period. Whereas my 
earlier research into directors and into their approaches to management learning was
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made up of a collage of many interviews at a single point in time, this study involved 
a much smaller number of people over an extended time period.
What this difference in approach reveals is a continuing or kaleidoscopic shifting of 
perceptions and perspectives. It has been very important to me to experience that 
there are different levels of organisational change, that may operate simultaneously 
within the same organisation; to appreciate that learning processes may also 
simultaneously follow both single and double loops and, now, to understand that 
change drivers may well hold different kinds of personal focus and contextual 
perspective that may shift according to circumstance. The concepts and models that 
illuminate such experience become more meaningful but significantly more complex 
in terms of sensemaking when they are perceived as operating simultaneously as 
aspects of a multiple reality, “where the acknowledgement of uncertainty itself 
becomes a fundamental characteristic of the process of knowing and even of 
knowledge itself,” Mitroff and Linstone (1993). But they also have the potential to 
involve considerable internal conflict as meaning attribution comes to be understood 
as a continuously emergent process as a consequence of having to take a position 
vis-à-vis several divergent standpoints at one and the same time. Meaning emerges 
both within its context and in relation to the primary personal focus of the meaning 
maker or sensemaker.
Initial attempts to render the change process more manageable by defining it in 
terms of a bounded project, has a tendency to emphasise Level One, information 
based or binary activity. It carries the risk of limiting perceptions of the change to this 
level. The consequences of such limitation are likely to be determined to a degree by 
the personal focus or contextual orientation of the change driver. The more inwardly 
he is focussed and the more internal is his contextual orientation the greater the 
potential impact of discrepant events originating from outside the boundaries of his 
organisation and project upon him, and, therefore, upon the change project for which 
he is accountable.
There are potentially important implications here for the driver of change within 
complex organisations. Such implications have wider significance than for the 
success or failure of the change, they are important for the personal well-being, and 
identity of the change driver himself, since while they may be identified, anticipated 
and responded to they are susceptible only to limited influence and control.
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In making sense of the changes that they wished to bring about, each of the change 
drivers in this study tended to perceive them as projects that they were undertaking 
within discrete boundaries. Such perceptions made the changes more 
comprehensible, both to the change driver himself and, almost certainly to those who 
were impacted by the change. However, such perceptions also tended to result in - 
their restricting their view of the change to the project, which was itself a 
phenomenon of their own construction. This tended to result in a loss of vision of or 
sensitivity to events or activities that were peripheral to the project. Often such events 
had little or no impact on the progress of the change director’s project. Sometimes 
they were experienced as discrepant events that were disruptive, or necessitated a 
re-focussing or were merely irritating. Occasionally they were experienced as 
catastrophic or crucible events from which the change • driver himself emerged 
significantly changed.
How the change drivers experienced these discrepant events appeared to be related 
to the ways in which they focussed their attention on the change that they were 
driving and the perspective from which they viewed (or obscured) the broader context 
within which the change for which they were accountable was taking place.
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Change Drivers
Chapter 9: Creative Synthesis:
“Behavior is governed and experience is determined by the unique 
perceptions, feelings, intuitions, beliefs, and judgements housed in the 
internal frame of reference of a person. Meanings are inherent in a 
particular world view, an individual life, and the connections between 
self, other and world”
Moustakas (1990, p.32)
Overview
This chapter integrates the various strands of the research process, addressing 
the tensions that arose as a consequence of moving from a traditional and 
positivist to a qualitative approach employing the methods of heuristic inquiry. 
The directors are shown to make sense of the change process by representing 
as a discrete or finite project that can be managed in systems rational terms. 
Constructs of change taking place at different levels are shown to be helpful in 
terms of analysis and understanding. But sensemaking is a social process rather 
than a reflexive, individual one. The directors’ reported experience suggests that 
organisational change may occur and require to be communicated at several 
different levels simultaneously, to organisational members having quite different 
kinds of engagement. The model developed in the previous chapter is further, 
developed in the context of the tensions reported in their stories.
9. (i) Moments of Truth
The construct or model of personal focus and contextual orientation described in the 
previous chapter “emerged" following a lengthy period of what Moustakas refers to as 
the incubation phase of heuristic inquiry. This requires a disconnection from the 
detail of the research in which the researcher is likely to have been immersed for a 
considerable period. It is very different from the processes of traditional research 
methods, where the researcher is required to take pains to employ the data that he 
has gathered in order to test the underlying hypotheses of his research question, 
validating his conclusions by rigorously subjecting them to the tenets of Cartesian 
doubt. In phenomenological inquiry the researcher is encouraged to stand back from 
the subject of his inquiry, bracketing it as a discrete phenomenon, “setting aside 
predilections, prejudices, predispositions, and allowing things, events, and people to 
enter anew into consciousness, and to look and see them again, as if for the first 
time,"Moustakas, (1994 p. 89). This process is described as necessary to generating 
the Epoche, “a way of looking and being, an unfettered stance ...This is a difficult
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task and requires that we allow a phenomenon or experience to be just what it is and 
come to know it as it presents itself. ”
“The major concepts,” writes Moustakas (1990, p.32), “that underlie a creative 
synthesis are the tacit dimension, intuition, and self-searching.” The process 
involves extensive reflection and meditation on the research as a whole rather than 
on the details of its materials, raw data, notes, transcripts, and specific memories of 
people, place, incidents and feelings. This lies at the very heart of heuristic research 
and, as acknowledged by Moustakas, owes much to the work of Michael Polanyi as 
summarised in “Personal Knowledge” (1962). Polanyi introduces concepts such as 
indwelling and tacit knowing that are central to the creative synthesis phase of 
heuristic inquiry.
I shall return to these concepts in the following chapter, but my concern at this point 
is to re-emphasise the contrast that is implied between such concepts (epoche, tacit 
knowing and indwelling) and those that underlie more traditional, normative, 
positivist, or ‘scientific’ research methods. In the latter, knowledge is derived from the 
analysis of ‘objective data’ whereas in heuristic inquiry:
the tacit dimension is the forerunner of inference and intuition, guiding the 
person to untapped aspects of awareness in non-linear ways that elude 
analysis and explanation. ... Tacit knowing operates behind the scenes, 
giving birth to the hunches and vague, formless insights that characterize
heuristic discovery.
(Douglass and Moustakas, (1985, p.49). (emphasis GMR).
while:
Indwelling refers to the heuristic process of turning inward to seek a 
deeper, more extended comprehension of the nature or meaning of a 
quality or theme of human experience ... The indwelling process is 
conscious and deliberate, yet it is not lineal or logical. It follows clues
wherever they appear; one dwells inside them and expands their
meanings and associations until a fundamental insight is achieved
(Moustakas, 1990, p.24)
I have considered these concepts and have welcomed them throughout my study. 
Intuitively, they have felt ‘right’ in relation to what I have been endeavouring to 
accomplish in my research. Nevertheless, at times I have been challenged to
question these processes as ‘mere’ navel gazing or self-indulgence. Perhaps this
should be seen as a powerful legacy of the many years that I have spent, prior to 
embarking on the present study, conducting research according to the tenets of a
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positivist methodology, conducted within a framework of bounded rationality. But, at 
the same time, my sense of both empathy with and understanding of the experiences 
of the change driver directors, the feelings that these experiences engender and the 
meanings that they attribute to them has steadily grown and developed, informing my 
own professional practice and changing the way in which I have gone about my work 
beyond the confines of the research itself. The experience of endeavouring to 
generate a creative synthesis has brought together elements from my own 
biography, the experiences of the change drivers as they recounted them to me, both 
as they engaged with the organisational change processes for which they were 
accountable and as they reflected on such experiences retrospectively and, finally, 
the sensemaking processes that each of us has employed during the period of this 
research. So, in this sense, the synthesis that this chapter represents has indeed 
emerged from my efforts to view the research process as a whole.
In the following section I re-visit some of the issues that have arisen during the 
conduct of the research, hopefully with the benefit of the distance that I have gained 
from the extended period of indwelling and living with the stories of the directors and 
with my own as the listener. The challenge to me now is, with Moustakas (1994, 
p.86), “to come to know things with a receptiveness and a presence that lets us be 
and lets situations and things be, so that we can come to know them just as they 
appear to us”
9. (ii) Changing Perspectives: Frames of Reference, Paradigm, Projects 
and Mindsets
“Who was that research I saw you with last night? That was no research,
that was my life!”
Cover graffiti, Reason and Rowan, 1981
I originally envisaged this study of director change drivers as a logical extension of 
my earlier research into director development [Mumford, Robinson, and Stradling 
(1987); Mumford, Honey, and Robinson (1990) and Robinson (1992)]. This research 
was conceived as a series of projects to be delivered within defined parameters and 
concerned with the achievement of certain pre-stated outcomes, namely, the 
identification of the role and significance of formal and other processes of 
management development in director’s perceptions of their own development.
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in pursuing the earlier research, my colleagues and I developed a number of models 
of director learning, suggesting for example that their approaches to developing the 
skills that they felt that they required might be classified as:
o Intuitive 
o Incidental 
o Retrospective 
o Prospective
(Mumford, Honey and Robinson, 1990, pp. 10 & 11)
We explored with a number of directors the ways in which they exploited learning 
opportunities provided by each of these classifications with a view to determining 
whether any might be considered to be any more effective than were the others.
Each one of these approaches was reflected in the reported experiences of the nine 
directors who participated in the present research. The crucible experiences referred 
to by Bowers Gifford (as whistle blower) and Acton Trussell, Guiting Power, and 
Baddesley Clinton (in losing their positions) are all particularly strong examples of 
incidental learning. Ramsey Mereside’s dissatisfaction with and distaste at what he 
saw to have been the failures of previous managers to address unjust practices, 
coupled to his strong belief that he could find a better way of managing the business, 
is illustrative of intuitive learning at work. While the whole process of sensemaking 
revealed by the directors’ stories is a process of retrospective learning. One could go 
so far as to suggest that sensemaking is, in fact, retrospective learning in action. 
While the research itself could be described as an exercise in prospective learning, 
on the part of the researcher.
It seems to me now that it might have been useful to acknowledge that these 
different approaches are simply constructs that may provide useful heuristic devices 
within an analytical framework, but then to recognise that an individual may 
experience them in different combinations or, in different circumstances, find one 
more appropriate than another.
It also seems to me that while such devices may make sense when communicated to 
those from whom the data from which they have been developed has been obtained, 
they are rarely if ever experienced in the differentiated manner in which they are 
presented. In just such a way as one is not aware that one is speaking prose until the
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fact is pointed out. The same also appears to be the case with the various models of 
levels of organisational change, from Galbraith’s systems model, through to the 
hierarchical models of Bartunek and Moch, and others that have informed much of 
this research.
Thus, the heuristic devices of differentiated types, levels of organisational change 
etc. are helpful as an aid to understanding but their extraction from the context of the 
lived experience that gives rise to them involves a significant loss in terms richness, 
complexity and personal meaning.
Weick (1990) points out that sensemaking is a social rather than an individual 
activity. Quoting Walsh and Ungson’s (1991) definition of an organisation as a, 
“network of intersubjectively shared meanings that are sustained through the 
development and use of a common language and everyday social interaction”
Compensation for the loss of richness and meaning that I perceived to arise when 
models and constructs are extracted from their context, was one of the reasons that I 
took the decision to undertake the present study in a different research setting from 
that with which I was familiar (i.e. within a business school) and to locate it in one that 
would challenge me at least to consider leaving the security of the systems rational 
models with which I was familiar and comfortable and to adopt a method that was 
rooted in a different, phenomenological, approach.
I have described how I found that I could not readily accept the distinction made by 
writers such as Reason and Rowan (1981) between so-called ‘old paradigm’ and 
‘new paradigm’ research because, from my perspective, to have done so would have 
meant throwing a rather mature baby out with some relatively new bathwater. It also 
seemed to me that the ‘old’ versus ‘new’ dichotomy had connotations of ‘good’ and 
‘bad’, Tight’ and ‘wrong’. I could not accept that the different approaches necessarily 
need be mutually exclusive, though I was well aware of the risks of over-complicating 
my research framework and of the possibility of “method slurring” (e.g. by using 
quantitative methods in order to suggest a rigour and validity in the interpretation of 
qualitative data that might not be justified). My experience of working in multi­
disciplinary, operational research and other teams had demonstrated to me how 
different academic disciplines can complement one another in the search for 
solutions to previously intractable problems. Therefore, might it not be equally 
valuable to use both normative (old paradigm) and interpretive (new paradigm)
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constructs in a complementary manner in endeavouring to shed light on my research 
topic?
My decision to adopt the methods of heuristic research forced me to address from an 
early stage the issues of my independence as a researcher, the objectivity of my 
inquiry and the likelihood that I would be considering multiple versions of reality as 
experienced by myself and by the directors who would be involved in my study.
After my first meetings with eight of the nine directors, I also came to appreciate that 
the research that I was undertaking could not follow the action research path with 
which I was familiar. My research was not concerned with seeking solutions to a 
specific problem set, nor with discovering patterns of behaviour among directors as a 
particular social group. It was concerned with raising my level of understanding of 
processes with which I had been familiar and engaged for many years and, in 
particular, with how those who were responsible for the management of such 
processes made sense of the impact of negative or discrepant events, the origins of 
which might lie beyond the boundaries of the change process as they had defined it.
My objective was to add to my appreciation and understanding of the issues of 
concern within the field of my inquiry, by extending the array of sources of 
illumination to which I exposed them. But the tenacity with which I appeared to need 
to hang on to my earlier frame of reference came as a surprise to me. This was 
revealed, for example, in April 1997, when I asked a research colleague to conduct a 
‘triangulation interview’ with me in order to provide me with a marker against which I 
would be able to review my research progress at some unspecified time in the future.
I provided my colleague with the letters that I had written to the directors inviting their 
participation in my research, together with copies of the initial interview schedule that 
I had designed and used in those initial interviews. Our conversation was taped and 
I did not listen to it again until I came to write this chapter.
On listening to the recording of the interview, I am struck by both my interviewer’s 
and my own pre-occupation with issues of researcher independence and objectivity. 
Even though I had by this stage convinced myself of the need to adopt a 
phenomenological approach to the research, I was clearly still strongly influenced by, 
if not attached to, my previously held positivist or normative views of the need for 
independence and dispassionate observation. I have no regrets about this pre­
occupation since it has caused me to continually review my stance towards my data
317
Change Drivers
and to endeavour to be aware of when I am acting more as observer, actor-experient 
or as reflective practitioner as opposed to heuristic enquirer, engaging in indwelling in 
the pursuit of enriched tacit knowledge.
My research was also clearly bounded by the systems-rational constraints that are 
associated with doctoral studies located within an academic institution, in that it had 
been necessary to develop a research proposal, specifying the questions that the 
research would address; indicating its range and dimensions and the timeframe 
within it would be delivered. Despite these disciplines, the research did not appear to 
me to have quite the project characteristics of the kind that I have outlined in the 
earlier parts of this thesis, insofar as it was not ‘problem’ or ‘solution’ focussed. It was 
concerned, rather, with questioning, sensemaking and understanding rather than with 
finding answers or solutions to acknowledged problems. I did experience, however, 
that there was a ‘problem’ worthy of study insofar as the approaches that had been 
adopted by my colleagues and myself towards the study and management of 
organisational change had failed, in my view, to pay adequate attention to the 
inevitably narrow and sometimes negative outcomes of the changes that these 
approaches delivered. But it was not my intention to identify a ‘solution’ to this 
problem. I had conducted interviews with eight of the nine directors at the time of the 
triangulation interview. I did not to attempt to clarify the role and responsibilities of a 
director etc. in relation to the management of organisational change. Neither was my 
focus of attention upon the success or otherwise of the changes for which they were 
accountable. I wanted to develop my understanding and knowledge of how change 
is experienced by the people who are required to manage and make change happen 
within their organisations and of the ways in which they make sense of the discrepant 
events that regularly impact such change processes.
As the research progressed, it seemed to me that it was not necessary for me to 
exclude the structural functionalist and systems models that I had found so helpful in 
my previous work. A general theoretical model of social and organisational change, 
of the classical variety developed by Parsons and Merton, had provided me with a 
useful backdrop to my study involving concepts such as homeostasis, or “moving 
equilibrium” (Parsons) and the interdependence of system elements (Galbraith, 
1977). But while such concepts were valuable in establishing some general principles 
concerning the nature of processes of social and institutional change, they could not 
help me in coming to an understanding of the processes of sensemaking that might
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be involved in a change driver’s attempts to regulate any specific process of 
organisational change.
Rather than regarding the processes involved in the management of organisational 
change as involving a collection of models, tools and techniques applied to a series 
of discrete or bounded events, I found myself considering the process of change in 
terms of the metaphor of a river that flows on uninterrupted over many years and 
centuries. Over time its course is modified by climatic and other environmental 
variations, causing its meanderings and valleys to be reshaped, but the river and its 
flow continue in a state of moving equilibrium. Journeys that are undertaken on the 
river are a different matter, being determined by the state of the weather on a 
particular day, the knowledge and experience of the boatman, the quality and size of 
the boat and the purpose for which the journey is being made. All of these elements 
or variables may be subject to unplanned or discrepant events that fundamentally 
change the nature of the journey but are irrelevant to the overall and ongoing flow of 
the. river itself.
My own experience as. a director of Human Resources and Facilities within a large 
company in the computer industry had proved to be very uncomfortable for me. 
While the specific change projects in which I was engaged, and some of which I led, 
were more or less successful, they were all subject to discrepant events to which my 
colleagues and I had constantly to respond while simultaneously convincing 
ourselves, our staff and our shareholders that we remained, ‘in control’. These 
discrepant events originated from outside the boundaries of the change projects in 
which we were involved but had a fundamental impact upon them.
My decision to pursue my study of the change driver director’s experiences of 
managing change was, therefore, not simply the logical extension of my previous 
research but was also an attempt to make sense and come to a better understanding 
of my own experiences as a director and driver of organisational change.
During the course of the research between January 1997, when I conducted my first 
interview with Carlton Rode, and March 2002 when I had my last interview with 
Baddesley Clinton, each of the directors was subject to what, following Louis (1980), 
I have termed ‘discrepant’ events that had an impact upon the organisations within 
which they were endeavouring to bring about change, and which had significant 
implications for them personally, both as directors and as individuals. As a
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researcher, I too was exposed to the impact of significant life events, none of which I 
would have predicted at the time that I embarked upon my research and which have 
had a fundamental, influence upon its progress and, possibly, upon its outcomes. In 
the period between March 2000 and May 2001, I underwent major surgery and 
suffered the deaths of my brother, business partner and mother. The impact of these 
experiences upon me changed the way in which I viewed the experiences of the 
directors who were the core of my study, leading me, as I have described, to 
concentrate (or possibly to become fixated) for an extended period upon the more 
negative aspects of their experience. This had the effect of narrowing my 
perspective towards the research and its context as I concentrated on aspects of the 
research that resonated with my own experiences and state of mind.
Just as there are different research paradigm, it would appear that the experience of 
project working, of organisational change and of the impact of discrepant events 
upon such projects and change processes may generate mindsets that are at odds 
with other ways of working and that seeking and then establishing a measure of 
accommodation between such mindsets may be a crucial task of the change driver.
9. (iii) Synthesis
“To understand sensemaking is to be sensitive to the ways in which people 
chop moments out of continuous Hows and extract cues from those 
moments.”
(Weick, 1995, p. 45)
In seeking to understand the processes involved in the management of 
organisational change, managers and students of change are accustomed to employ 
hierarchies and taxonomies that are helpful to the development of an appreciation of 
the kinds of change processes that are involved in a particular organisation at a 
particular point during the change process. Such.taxonomies and hierarchies are 
similar in nature to that developed by my colleagues and by myself with regard to 
director learning. The purpose of these hierarchies and taxonomies is to contribute 
to our understanding and ability to make sense of what it is that we are experiencing 
or witnessing.
A change management project is a moment ‘chopped out’ of the continuous flow of 
organisational experience that includes the experience of incremental or evolutionary 
change. A change project tends to be located outside the normal organisational
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boundaries that are determined by routine processes, structures and the confines of 
present organisational experience in order to bring about a step change or 
accelerated implementation of an otherwise incremental process. Such projects are 
regularly designed to be manageable and discrete so as not to be contaminated by 
the demands of day-to-day or by ‘business as usual* concerns. Thus, for example, 
Bowers Gifford and Monkton Wylde described the change processes in which they 
were latterly engaged as having a finite nature, involving the management of the 
downsizing of their organisations in a manner that maintained the dignity of 
employees, together with the exit of themselves and their colleagues at the 
conclusion of the process. Acton Trussell, Guiting Power and Baddesley Clinton, all 
described the change processes in ways that implied a transition from a prior state of 
normality to a new one that, following some kind of transformation that the changes 
in which they were involved would bring about, would emerge. Of all the directors, 
Ramsey Mereside, was the most specific in describing the change processes in 
which he was engaged in finite, project terms. Each aspect of the change process 
for which he was accountable was clearly defined and bounded, identified with a 
formal working title (Projects A and B and Project Orange for example) with a 
specified beginning and a planned end-date. Only Brent Pelham, Carlton Rode and 
Alton Barnes appear to regard themselves as navigating a particular passage within 
a process of continuous flow over which they have no great influence beyond that 
which they exercise in bringing it to the attention of themselves and their colleagues 
rather than limiting themselves to the narrower confines of a project.
Interestingly, Burns and Stalker (1962) suggested many years ago that separated or 
mechanistic approaches to innovation tend to be less effective than are more organic 
approaches where the process of innovation is integrated with more routinised 
organisational processes. Nevertheless, the establishment of a dedicated change 
management team under the leadership of a senior manager or director is recurrent 
as a preferred method of organisational change management in contemporary 
private and public sector organisations and as has been noted earlier such projects 
may be considered in terms of the levels of change at which they engage.
Thus a project might be classified (after Bateson, Bartunek and Moch and others) as 
involving a Level One change. Such change involves adaptation within an existing 
organisational structural-cultural context and requires binary communication and 
extensive information processing capability in order to deliver its desired outcome.
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Alternatively, the change project may be perceived as requiring to be driven at a 
higher level, Level Two, where the nature of the change carries organisational 
members into what, is, to them, unfamiliar territory where analogical communication is 
required in the form of maps or metaphors that enable members to ‘see’ where they 
are going. The current use of benchmarking processes that enable organisational 
members to notice and possibly experience what it might be like, if and when the 
change to which they are being committed is brought about, provides a good 
example of Level Two change and analogical communication in practice. 
Benchmarking involves observing what is done in organisations that do what one's 
own organisation aspires to do, noticing and comparing this with one’s own current 
practice and deciding on the action that is necessary to take in order to emulate the 
processes and behaviours that characterise the benchmark organisation. Such 
benchmarking, in Weick’s terms (1995, p.55), is a process of extracting cues that are, 
“acts of faith amid indeterminacy that set sensemaking in motion. Once set in 
motion, sensemaking tends to confirm the faith through its effects on actions that 
make material that (which) had been merely envisioned.”
Or the change project may be seen to require management at yet a higher level, 
Level Three, where there are no analogues or maps to guide the change and to 
assist those on the change journey in making sense of their progress. The only 
helpful tool here would need to be the equivalent of a compass or chronometer that 
may provide a sense of direction and current location but can offer no clues as to 
what the ultimate destination of the change will be like if and when it is reached. The 
actions involved in Level Three change require a genuine leap into the darkness, 
guided by a conviction that the present position is no longer tenable and that there is 
no alternative but to attempt a total transformation of the status quo. Such actions 
are born of the same kind of deep conviction that drove Columbus, Galileo and the 
explorers searching for the North West Passage. While there may be evidence and 
logic to support the pursuit of such quests, the final decision to make the journey 
requires an act of conviction and faith in an underlying belief.
However, while such conceptual models may be helpful in the planning and 
management of change, the different levels of change that they suggest are not 
necessarily mutually exclusive. The change driver (in systems rational terms) stands 
simultaneously not only at the interface between several different subsystems 
(contextual, organisational, divisional, departmental, for example) but at that which 
may exist between different levels within a single subsystem. He may, therefore, be
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involved in two or more levels of change simultaneously. Thus at the operational 
level where change is to be implemented, it may be most appropriate to consider the 
change as occurring at Level One and to place great emphasis on data collection 
and information processing. However, changes in market conditions may precipitate 
a merger or takeover bid involving change at Level Two, and a need for metaphoric 
communication between the various parties in order to be able to generate a 
meaningful vision of what merger etc, might ‘mean’ in practice. While the merger 
possibility itself may have been triggered by a currency fluctuation on the other side 
of the world and have been identified as a consequence of a Level Three act of faith 
on the part of the change driver. The change drivers in this study, when referring to 
changes of such a kind, were likely to use language and metaphors having little basis 
in bounded rationality:
“I now understand, that what my intuition was telling me was right You 
have to believe it as well as knowfing] it and saying it...I felt that we had 
no choice but to change because time was running out...You also have 
to believe that the actions you take are for the long term, that you still 
believe that it was the right thing to do in ten years time -  when I’m 
retired”
Ramsey Mereside
I had asked Guiting Power whether he thought that a crisis might be a necessary 
catalyst in enabling him to make the kind of business and organisational changes 
that he had made, to push him into taking that extra step:
“Yes, I think so. I think there’s got to be some crisis. It doesn’t have to be 
that -  but there’s got to be something, otherwise you just carry on 
because you work on adrenaline and, in the end, and that’s all you know, 
and that’s what you do.”
Guiting Power
My strong sense at this stage of the research is that the more that change drivers 
follow the logic and requirements of rational analysis necessary to rendering their 
change processes manageable, a significant aspect of which is to ‘reduce’ the 
change to a ‘project’ the less sensitive are they likely to become to contextual events 
or those occurring at the periphery of their self constructed project. In so doing they 
not only increase the risk that the change process will be knocked off course by the 
inevitable discrepant events that will arise, they also render themselves vulnerable in 
areas that they perceive to be quite separate from the organisation, the change and 
the project. This separation certainly involves their career and probably their personal 
and family well being as well.
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Several times during the writing of this thesis, I have referred to the change driver 
director as a ‘gate keeper’, he controls not just the information that passes through 
the gate but must also determine the level at which the information may need to be 
interpreted. If he becomes too closely identified with the change as a discrete project, 
operating at any one particular level of change, he puts himself at risk. In order for. 
change to make sense it needs to be plausible. Change that needs to be 
communicated in terms that would be appropriate at two or more Levels 
simultaneously is almost certainly highly complex and unlikely to be easily 
communicated to those who are required to implement it operationally, simply 
because the communication is required to be meaningful across too many 
organisational and project boundaries simultaneously. As such, it is likely to become 
implausible and worse, extremely threatening. If I am being asked to do something 
that is significantly different from that which I have previously experienced, I am likely 
to become anxious. But if I cannot fully comprehend what it is that I am being asked 
to do and why I am being asked to do it, my level of anxiety is likely to be increased 
many times over. Therefore, the change driver must always be able to communicate 
plausibly in terms of the level of change that is being experienced by each member of 
the organisation at any given point in time and when these experiences are likely to 
be quite different according to the level of change in which one sees oneself as being 
personally involved.
Whilst undertaking this research, I became involved in a change project that was 
being undertaken by a large, international bank. The board had established a 
change team that was overseen by the Chief Executive and supported by one of the 
major international consultancy practices. After several months, the Chief Executive 
chaired a road show at which he presented the changes to staff in large arenas and 
cinemas, up and down the country.
The presentations were extremely well planned and thoughtfully presented, but 
although the message that they offered was exciting and for a majority of employees 
extremely positive, the Chief Executive was very disappointed by the muted reaction 
that the presentations received. He asked a relatively junior manager why he 
thought the reaction had been as subdued as it was. The manager replied that while 
the CEO had had the opportunity to develop the change plan and to absorb all its 
implications for the bank and the organisation, he himself was still trying to take it all 
in and, above all, to understand what the change would mean for him and his job.
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What appeared obvious, positive and exciting to the CEO appeared overwhelming to 
the junior manager who had only just been exposed to the change plan and was still 
trying to understand what it might mean for him.
To be able to occupy the position of change driver and to appreciate the responses 
of those who will have to implement or be otherwise affected by the change, the 
change driver needs to be able to occupy both positions simultaneously.
While he must feel at ease with ambiguity and paradox, indeed must thrive on it, he 
must also be able to maintain the commitment and enthusiasm of those who may 
not. I have suggested that his capacity to do this would seem to be determined to 
some extent by the nature of his personal focus on the change on the one hand and 
his perspective towards the wider context within which the change is occurring on the 
other.
Personal focus may be directed inward towards the self and the role that is occupied 
by the change driver as director, leader, team member etc. or outward to the change 
and the flow process of which it is a part and where the change driver sees himself 
as being one contributor among many (albeit, a key contributor).
Contextual perspective is concerned with where the change driver tends to view the 
location of the boundaries to the change in which he is involved. I have argued that 
such boundaries are socially constructed and may be multi-layered like a Russian 
doll. Thus, for example, a Project Manager who is responsible for the development 
of a large computerised systems application may perceive the critical organisational 
boundaries to be those within which his project is contained. He may be sensitive to 
a lesser degree to the boundaries around the subsidiary within which the project is 
located and to be relatively unconcerned and unresponsive responsive to changes 
within the markets in which his company operates. He is likely to be aware of and 
sensitive to the demands that his role places upon his relationships within his family 
and upon his physical and mental well-being and health. But where is the primary 
location and boundary to what he regards as the context of his project and to what 
extent does this contextual perception flex and change? Is the context perceived as 
being primarily internal, within the organisation, or does it go beyond that? Is it 
external, involving, for example socio-political, market, technological and family 
dimensions? This is more than a question of the breadth of vision of the change
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driver. It is more fundamentally an issue of where he feels he belongs and what is 
his personal frame of reference.
I observed and experienced each of these foci and perspectives in my interviews with 
the nine change drivers and experienced them myself as researcher during the 
course of the study, leading me to the model that I have described in some detail in 
the preceding chapter (see the illustrations given between pages 312 and 318 in the 
previous chapter).
9. (iv) Tensions in integration
In writing the previous section, I became strongly aware of the tension that exists 
between my current experience as a qualitative researcher, endeavouring to make 
sense of the whole of my research in terms of emergent knowledge and the tacit 
dimension, arising from a period of prolonged reflection and indwelling, and that 
which I had previously built up over a period of more than thirty years as practitioner 
and researcher within the positivist tradition. I found myself writing (and my 
supervisor has pointed out) somewhat apologetic qualifications to the conclusions 
that I have drawn from my data, suggesting, for example, that the data base is not 
large enough for me to consider it robust or that the data are too restricted to enable 
me to construct a model that might be considered to be rigorous.
But from the perspective of heuristic inquiry, I have witnessed the impact of the 
events triggered by the retirement of a trusted senior director and mentor had upon 
Baddesley Clinton’s perception of his ability to manage the change process in which 
he was engaged. I have been moved by Ramsey Mereside’s observation that he had 
failed to notice the shareholder “creeping up on the company and my heart creeping 
up on me”. I have been obliged to note the contrast between Acton Trussell’s 
description of the shock of losing his position in terms of falling overboard from the 
ocean liner that was his life and on which his colleagues were ‘partying’ even as they 
moved beyond his reach, with Brent Pelham’s observation that managing a process 
of organisational change reminded him of building sandcastles that would inevitably 
be destroyed by the tide.
I have also noted Bowers Gifford’s comments concerning his coming to understand 
that his strongly felt need to preserve his personal and ethical integrity was not
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simply a question of his own values it was a major contribution that he brought to his 
company despite the strains that it imposed upon him.
I- have felt the impact that events in my personal life have had upon my ability to 
maintain my awareness of the broader landscapes provided by the director’s stories, 
and experienced how the disciplines of managing a project (in this case my research 
study) may divert one’s attention from the wider context within which that project is 
located.
I have shared the ‘model’ of personal focus/contextual perspective with the directors 
who have been involved in this study and with others who are not, including some 
who are embarking upon their own processes of organisational change. It has 
appeared meaningful and to ‘make sense’ to them, enabling its possible further 
implications to be explored in relation to our own stories.
I reproduce the model again below.
Contextual Perspective 
1: Internal 2: External
A: Inward
Personal Focus
B: Outward
Figure 9.1
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In presenting the model, it is not my intention to suggest that an individual is 
necessarily predisposed towards a location in one particular quadrant, in the sense 
that the Myers-Briggs Type Indicator and similar instruments suggest that a person 
may be considered to be of a particular psychological type. My data source, being 
derived from the evolving stories of nine directors over time, does not permit any 
such suggestion (though it does give rise to a hypothesis worthy of further research). 
Nor would I suggest that the change drivers involved in this study did not move from 
one quadrant to another during its course. What did strike me, however, and quite 
forcibly was that their responses to the discrepant events that occurred during the 
course of the change processes for which they were accountable seemed to be 
related to which of the four quadrants predominantly informed the manner in which 
they perceived such events. This appeared to be true not only of the way in which 
they responded to the events at the time of their occurrence, but also of the way in 
which they perceived the event on reflection, in some cases some years after the 
event had occurred.
This is entirely consistent with Weick’s (1995) seven properties of sensemaking and 
in particular with his proposition that sensemaking is grounded in identity 
construction. One of the most significant discrepant events that one could 
experience as a change driver director is the unexpected loss of one’s position in the 
organisation. This happened to four of the directors involved in my study - Acton 
Trussell, Guiting Power, Baddesley Clinton and Ramsey Mereside. Bowers Gifford, 
Monkton Wylde and Alton Barnes also left their roles during the course of the 
research, but in their cases the loss was not unanticipated.
In describing the loss of his Director’s post, sometime before my research 
commenced, I located Acton Trussell as being predominantly located in Quadrant A1 
(inward personal focus, internal contextual perspective). In his interviews he 
concentrated much of his attention on recalling his determination to succeed in a 
general management role so that he might move on from being identified as a 
‘finance man’. Building up and developing his company’s Eastern European business 
was, in the way that he described it, more than just a significant business venture, it 
was a vehicle for breaking with his past and establishing a new identity for himself in 
the eyes of his peers. His contextual perspective appeared, at this time to be strictly 
limited to the Eastern European Operations despite his continuing responsibilities as 
Finance Director for Europe as a whole. When the currencies in the Asia-Pacific 
Region collapsed he failed to take account of the implications that the collapse would
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have for the business in Western Europe (as a consequence of the American parent 
company’s requirement to make up for the business lost in Asia Pacific). He had 
delegated most of the responsibilities for financial management in Western Europe to 
a deputy, in order to be able to concentrate on his general management role in the 
East. Although he said that he was aware of what was going on in the wider business 
environment, he was unable to anticipate its consequences for Western Europe. As 
a result, he not only missed the targets that he had agreed for Western Europe, he 
was also unaware of the implications that this might have for himself. He was asked 
to resign.
The impact of this upon him was devastating:
“It was like a physical hammer blow. I couldn’t speak. I couldn’t believe 
what had happened to me and was in shock.”
7 couldn’t come to terms with what had happened to me. In many ways I 
don’t think that I have now or that I ever really will...I desperately wanted 
to replace what I had lost, to turn the clock back.”
For Baddesley Clinton, who I also located in Quadrant A1, the circumstances were 
not entirely dissimilar in that the loss of his role followed on from major changes in 
the global market in which the businesses of which he was Chairman of a UK 
subsidiary and Vice President of Marketing for Europe were operating. He saw 
himself as having been working incredibly hard, using his professional knowledge 
and skills to the best of his ability, as well as exploiting his status in the industry to 
rescue his business from the crisis into which it had been thrown by economic 
downturn. But his concentration on the immediate change task for which he was 
accountable had caused him, he thought, to have underestimated the significance of 
his location (in London) and nationality (South African) in a company that was 
ultimately managed from New York and the senior management of which was 
dominated by US nationals.
7 have been far too trusting in my life. I believed that people behaved 
with integrity for the good of the corporation. I would suggest to you that 
75% don’t. Either for...either because of ambition or insecurity, the two go 
together often. So you cannot trust people; be very careful; don’t assume 
also that people of other nationalities and cultures respect the differences 
in your approach or acknowledge that they might exist.
“There is an American way, there is a British way, l ’m making no 
judgement. I’m a naturally enthusiastic and infectious person; I ’m a 
cheerful leader, probably it pays to be more low-key than I have been. I 
shoot from the front and, therefore, I expose my back...err...I have been
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too outspoken. If I hadn’t have been, I would probably be the Chairman of 
a large pic in this country today. Yes I was too outspoken of what needed 
to be done. ”
The director whose personal focus is inward while his contextual perspective is 
limited to the boundaries of his immediate organisation, project or task is particularly 
vulnerable to discrepant events in the wider environment. The impact of such events 
is experienced personally in terms of what, “they did to me”, of what, 7 could have 
done differently,” or of what, 7 did that was wrong”. Equally when things go right, 
these are also experienced personally.
The circumstances of Guiting Power’s experience of job loss were very similar to 
those of Acton Trussell and Baddesley Clinton. His company was going through an 
economic downturn, the corporate headquarters was demanding higher levels of 
performance from the European operations of which Guiting was Vice President, 
while simultaneously driving through a consultant-led process of business process 
reengineering and a re-appraisal of corporate values. The pressures upon Guiting 
were huge and he became ill. I located Guiting within Quadrant A2 (inward personal 
focus and external contextual perspective).
Like Acton Trussell and Baddesley Clinton, Guiting was, euphemistically, invited to
resign. While his reaction to this event was in some ways not dissimilar to those
summarised above. His description of it appears to me to be significantly different in
several respects. His loss of office was, he said:
“A major shock to the system -  but I negotiated a very healthy severance 
package and hung on to a very healthy share option. ”
The change, he said, had caused him to re-evaluate the way that he looked at his 
working life:
7 think that we looked at it all from a (position) of fear of losing our job, a 
need for security on the part of the fading’ executive. Perhaps it is for 
some people but I doubt whether that’s the case for most -  it’s much 
more a shifting sense of value -  recognising that you must be doing what 
you’re doing for something -  and that [that] something must be more than 
the next job which is, after all, only a job. ”
There appears to be a qualitative difference in Guiting Power’s reflections upon his 
loss of office that relate to the wider context in which he places himself and his role. 
For Acton Trussell and Baddesley Clinton (and especially the former), occupying the 
A1 Quadrant, the role and the individual are virtually the same. Take away the role 
and the individual loses a significant portion of his identity. To regain that sense of
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oneself and to make sense of what has happened, it is necessary for those with an 
inward personal focus and internal contextual perspective, to look for external factors 
rather than to re-appraise oneself and to adjust in the light of such factors, because 
these factors have burst in upon you as a complete surprise.
Guiting Power’s reflections were, however, of a different nature:
7 was so sick myself. I just didn’t ever want to get back into a position 
where I would ever be that sick again. I still wouldn’t want to -  it was a 
very, very unpleasant experience.
"No, I think there was a good chance that i could have had a severe 
health problem. Big chance. Big, big chance that that could have 
happened. That could have been very severe, you know? And I would 
have definitely because, my successor? Well, he’s been fired, but his 
successor is operational out of New York. So he has to be in New York 
for meetings, but he has to be anywhere in Europe as well and, therefore, 
he’s in the plane all the time doing nothing but trying to beat jet-lag and, 
yeah, well-that was my problem.
And your body does that for about six months and then you’re open to 
any virus because you have no resistance and, you don’t know whether 
you are on your head or not, you know. ”
"Well, if getting to the very top is the goal...and this is an awful thing to 
admit, it [the key learning] would have to be to keep your opinions to 
yourself and, then, based with that knowledge (I mean you’ve got to have 
opinions and you’ve got to know the other side of the story and the other 
answers and so on and so forth) but then refine your levels of 
expectations, so that you never push as far as you might, only as far as 
you need.”
"Awful isn’t it? But that’s what I would say now and that person would go 
from strength to strength -  as they have done it seems.”
The quadrant location of each of the change driver directors is determined by my 
perceptions of them based upon their stories as they were revealed to me both from 
my initial recollections of my interviews with them and from my re-writing of the 
interviews following my analysis and mapping of the interview data.
After a further period of reflection and indwelling, I conclude that these constructs are 
of use in making sense of how and why the directors responded in different ways to 
very similar circumstances. At this stage, as I have already indicated, I would not 
suggest that these constructs are mutually exclusive. This is not least a consequence 
of my perception that at least two of the directors, Alton Barnes and Guiting Power
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(outward personal focus and external contextual orientation), could be said to have 
changed the quadrant that I perceived to be predominant in their telling of their 
stories during the course of my research.
Differentiating between levels of change may be useful in developing an 
understanding of how the requirements for change management and communication 
processes may vary according to the different demands made at the various levels. 
In the present research, I have noted that those who drive change in organisations 
are frequently required to manage at different levels simultaneously. They may also 
benefit from developing the capability to continually adjust their personal focus and 
contextual orientation in order to respond appropriately to discrepant events.
I have shown how change drivers routinely manage organisational change by 
defining the change process in terms of projects that are discrete, time-bound and 
usually separated from the mainstream of organisational working. Such projects may 
or may not be perceived as having been abstracted from an on-going flow of 
incremental change, taking place on a much larger scale than that which is specific to 
a single organisation. One determinant of the change driver’s perception would 
seem to be associated with the extent to which his personal focus is inwardly or 
outwardly directed and the degree to which his contextual perspective is determined 
internally by the boundaries of his organisation or to which it extends externally to 
encompass the wider context (however, that may be determined) of which his 
organisation forms a part.
Much current management thinking has been developed within the same normative 
or positivist frame of reference that has formed the context of my earlier research into 
director development. Such thinking is consistent with Weick’s second and third 
properties of sensemaking. The latter suggests that sensemaking is enactive of 
sensible environments, involving processes in which a great many possible 
meanings and interpretations are synthesised in order to inform a clear choice of 
direction and action. In the process of such synthesising, the change project may 
become the key point of reference rather than the organisation itself, while the wider 
context in which the organisation operates may disappear almost totally from the 
change driver’s view. The methods that are characteristically employed to assist 
change drivers to manage change may, therefore have the effect of putting pressure 
upon them to narrow their contextual perspective from external to internal, rendering 
them less sensitive to the possibility of externally generated discrepant events.
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Thus, for example, Ramsey Mereside (who I located in Quadrant B2: outward 
personal focus, external contextual perspective), when nearly at the conclusion of the 
very successful change programme that he had had led within his company, was 
knocked off balance when the company’s largest shareholder, overnight acquired 
more than fifty percent of the shares and announced its intention of de-listing the 
company. Ramsey’s whole change strategy, which he had convinced the board and 
the company’s staff was the correct one to pursue, was primarily focussed on one 
key group of stakeholders - the company’s customers.
“I think I failed to ... build a strong enough relationship with (the major 
shareholder), so that I could make them feel more happy, more 
comfortable and therefore not spend the £250 million and de-list. But I 
never in a million years thought that they would buy out the rest of the 
company... I behaved as though I thought they would never do it. Now, 
had someone taken me aside or had I sat and thought, [this] is an 
assumption that you're not entitled to make -  they might! They’ve got the 
money, so if you don’t want to lose your Chief Executive’s job, you had 
better, you know, give them more of what they want, make them more 
comfortable”
"... It was a question of who’s more important. And, at the time, I felt that 
it was more important to carry out the work for The Energy Company’s 
customer. Although I was aware of the shareholder as a customer and 
what he wanted, I thought that I could give it to him via what I was giving 
the [company name] customer. In other words, if we get a better bottom 
line, a better company, then they would be pleased. But actually, 
although I was aware that they had a different agenda, a different ball 
game and were coming at things in a different way and I wasn’t totally 
naïve, but I did make a critical assumption that, in the end, proved very 
wrong. All my work was based on the fact that, well, this is how it’s going 
to stay. They can’t come in and wreck this for me. They could move me.
But they won’t when I show them what I ’ve done. But what they actually
did was to change the job and th a t meant me going (laughs)  do
you see what Tm saying?...They changed the ball game and I didn’t think 
that they would and could. ”
Possibly, one of the most poignant comments made to me during the whole of the 
research process was Ramsey Mereside’s observation, made when I visited him in 
hospital after his heart operation, that he felt somewhat sheepish that he had failed to 
notice the shareholder creeping up on the company and now had to admit that he 
had also failed to notice the state of his heart creeping up on him.
Weick’s second sensemaking property, is that sensemaking has a retrospective 
quality. Certainly this can be seen in all of the quotations from the interviews with the
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change drivers that I have used in this chapter. Discrepant events do occur all the 
time during the course of a change project. Making sense of them for those engaged 
in the change is a key element of the change driver’s role. Galbraith (1977) suggests 
that this is largely an issue of information processing under conditions of uncertainty, 
and, in so doing, running the risk of information overload. Weick’s proposition 
challenges this approach suggesting that the problem confronted by the change 
driver as sensemaker is not so much one of uncertainty as it is one of equivocality. 
The requirement is less one of information and information processing capacity as it 
is one of values, priorities and having total clarity about which are the issues that 
really matter. It is about meaning and value rather than being about information 
processing capacity.
Ramsey Mereside expressed this very well during the research process. In talking 
about his role as leader and change driver he emphasised on several occasions that 
the change driver had to be driven by conviction:
" Well, the Chief Executive, regardless of the circumstance, or whatever 
the environment, has to exhibit real certainty about where the 
organisation should go. So he has to demonstrate that he understands 
where the company is in the business cycle, or in the cycle of its life, and 
then translate that into this vision, and be absolutely certain about it, and 
at the same time be listening and modifying, tweaking and fine-tuning. 
Fine-tuning and also letting people have their head. Now the lesson for 
me is that, when I go into a company from [his new role in the Dutch 
company] and start talking about the future, I will not see it as certain, but 
I will be talking to somebody who does see it as absolutely certain. ”
It was perfectly reasonable for Ramsey to express this view in retrospect. But it was 
his certainty and single-mindedness that the change process, if it was to be
successful, needed to be directed at meeting the requirements of the company’s 
customers that had caused him, in his view, to leave the major shareholder out of the 
equation. While his conviction and certainty about the direction of the change were 
almost key elements in its success, it had also contributed to a narrowing of his 
vision. It was this that he came to see later as having cost him his position as Chief 
Executive.
There is a conflict here. The very process of setting up change projects that, quoting 
Weick, uchop moments out of continuous flows and extract cues from those 
moments, ” in order to render the change process manageable, has the potential to 
render the project vulnerable to discrepant events arising outside the project
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boundaries. This vulnerability appears to be compounded if the change driver’s 
contextual perspective is largely confined to the project and organisation’s 
boundaries and further compounded if his personal focus tends to be predominantly 
inward facing.
I would also note that Brent Pelham and Carlton Rode are the only two directors who 
remained in the posts that they occupied at the start of the study at its conclusion. 
Carlton Rode was the only director who had planned to be in a different role long 
before the study concluded and yet still remains in post six years later.
As has been stated on several occasions, during the writing of this thesis, for various 
reasons, I have tended to be preoccupied with some of the more negative aspects 
and consequences of organisational change. It now seems to me that there is an 
important distinction to be made between management in conditions of change and 
uncertainty and the management of a change. A tendency to make sense of 
organisations by thinking of them as entities that in turn comprise smaller projects, 
may cause us to run the risk of missing Weick’s point that they are, rather, aspects of 
a much broader process of flow in which change drivers may play a part but over 
which they can exercise little or no control. Much managerial thinking emphasises 
planning, organising, controlling and motivating staff in such a way as, it seems to 
me, to encourage an internal contextual perspective, taking information from outside 
the organisation and applying it in the organisation as a precursor to managerial 
action. From this perspective, change management is something that the manager 
or director does to the organisation in response to contextual events or changes.
The equally important requirements for nurturing and sensemaking, so that the 
organisation and its members may adapt flexibly to fluctuations in the flow states of 
which it is a part, have tended, until relatively recently, to be neglected in 
management literature. Even now, when the literature appears to be responding with 
enthusiasm to ideas concerning the need for managers to manage with emotional as. 
well as rational intelligence (Goleman, 1996), such concepts tend to be presented in 
terms of skills or competencies that may be applied to situations rather than as a 
state of being that can inform action.
The perception of organisational change as an aspect of a much broader and 
ongoing flow process, is further well illustrated, it seems to me by Brent Pelham’s 
observation about the lessons that he felt he had learned from building sandcastles
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on the beach as a child. His point was that he knew that he could get better and 
better at it, learning from the improvements that he made each time he built a new 
castle. But he commented that it was also important for him to accept that the tide 
would eventually require him to start all over again. He considered that he had 
learned to acknowledge and draw satisfaction from the fact that there is no end to the 
management of change, nor to the role in it of a Chief Executive in reacting to events 
that arise (but which may not be not included in his plans), nor to his responsibilities 
for their management. As a Chief Executive, he considered that these were 
processes in which he was privileged to be temporarily engaged rather than seeing 
them as continuous sources of interruption and frustration.
Others of the Directors saw the change process for which they were accountable less 
as a single or discrete project, but rather as a cycle made up of a series of tasks or 
projects that changed from time to time but eventually involved a repetition of the 
same or similar processes and activities. Alton Barnes, Bowers Gifford, Guiting 
Power, Carlton Rode, and Monkton Wylde each made reference to the change 
management process as involving such a cycle with which there came a time when 
they felt over-familiar. While Carlton Rode acknowledged this early in the interview 
process, saying that he only saw himself remaining in his then role of change driver 
for another one or two years at most (yet six years later he still remains in it), the 
other directors mentioned above, all suggested at some stage in my interviews with 
them that they had been round the cycle too many times to continue to find it 
satisfying or to feel that they could continue to be effective in its management.
Guiting Power commented that he might never had appreciated the cyclical nature of 
organisational change had he not been forced from office at the time that he had 
failed to deliver the financial targets demanded of him by his company. I have 
described him as being one of two directors whom I would have located in different 
quadrants of the Personal Focus/ Contextual Perspective matrix at different stages in 
my research. In the early interviews he struck me as being a ‘company man’ through 
and through. He focussed internally on his role, his change and his relationships to 
the power structure of which he was part. He described his attendance at Stanford 
Business School as being an immensely challenging but also a highly competitive 
experience, and one in which he was determined to ‘win’. He said that he used to 
read his set texts (of which there were many) standing up so as to avoid falling 
asleep and then having to acknowledge to his fellow students that he had not been 
able to keep up with his assignments. In my perception at this stage of the research
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he located himself clearly at the centre of the activities in which he was engaged. 
Therefore, I would have described him as being inwardly focussed and with an 
internal contextual perspective. This now appears to me to be the ‘most dangerous’ 
location on the matrix. Acton Trussell graphically described his experience of losing 
his job from the vantage point of this location. When he returned to London for a 
strategy meeting, he had no idea, even as he entered the boardroom that he was 
about to be fired. The immediate impact left him unable to speak and with a sense of 
having lost his personal identity. Some time later he used that powerful metaphor in 
which he described himself as feeling as though he had fallen from the deck of an 
ocean liner during a dark night. He could see its bright lights moving away from him 
carrying his ‘mates’ with it and was lost in the knowledge that he would never regain 
it.
Baddesley Clinton’s description of his experiences was similar. The demands made 
upon him made by his organisation were sustainable for so long as he had an ally- 
cum-sponsor in the company’s headquarters in New York. But with the retirement of 
his ally, his position rapidly collapsed. Only at this stage did he appear to 
acknowledge to himself the world beyond his role and the organisation in which he 
performed it in ways that did not place him at the centre of that world. He described 
acknowledging his situation with regard to the distance that he now felt from his 
family as being almost more difficult to cope with than the loss of his position had 
been.
In contrast, Guiting Power commented that the changes to his life that had resulted 
as a consequence of his losing his Vice Presidency of the European, Middle Eastern 
and African division of his company had been initially devastating for him, but also 
that they had provided him with opportunities that he would never have appreciated 
had existed, had he remained in the post that he had lost. While he still felt 
resentment at the loss he had sustained, he had discovered new areas in which to 
‘play the buccaneer’ and had regained a sense of proportion between his work and 
family life, saying that he had come to appreciate the difference between a high level 
of material reward and the experience of enjoying a high quality of life, only after 
losing his original position. For me, in reflecting in this way, it became apparent that 
his contextual perspective had clearly shifted from an internal to an external position.
The least vulnerable quadrant on the matrix appears to me to be Quadrant B2 
(outward personal focus, external contextual perspective). This was the position that
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I felt was occupied at the conclusion of the research by Brent Pelham, Carlton Rode 
and Ramsey Mereside. Each of them described having had what Bennis and 
Thomas (2002) describe as crucible experiences (see Chapter 7) that were not 
dissimilar to those that had been described by Acton Trussell, Baddesley Clinton and 
Guiting Power. For example, Brent Pelham had experienced high levels of stress 
early on in his appointment as Chief Executive. His marriage had failed and he had 
entertained serious doubts about whether he could successfully deliver what was 
being asked of him. His outlook had changed quite radically once he had come to 
accept that he was an enabler of one part of an on-going process rather than being 
like the entertainer, spinning plates on the tip of wobbling poles. Carlton Rode had 
occupied a high profile director’s position very early in his career, had gone through 
two merger and takeover battles and been the victim and survivor of a terrorist 
attack. If nothing else, these experiences had reinforced his view that he was the 
temporary incumbent of a role that was engaged in a process of ongoing 
development and change that had preceded him and that would continue long after 
his departure from the scene. He commented that he wasn’t looking for memorials to 
his contribution to the organisations of which he had been a director, gaining his 
satisfaction from playing a part in what he saw as a much bigger and continuous 
process. Ramsey Mereside commented that he had failed to notice his company’s 
major shareholder creeping up on the company nor his heart, ‘creeping up on him’. 
This comment alone might be thought to have been sufficient for me to have located 
him in the Inward-Internal quadrant with Acton Trussell and Baddesley Clinton, 
especially as he had described with great enthusiasm how he had managed change 
through a succession of highly focussed projects. However, his personal focus 
communicated itself to me as being outward, towards the company, its market and its 
customers, rather than inwardly to his own role, his project and himself. While his 
contextual perspective was externally oriented towards the market and industry, 
rather than being limited to the boundaries of the company itself. Even so, he 
perceived his fall from his position as having been a consequence of not having a 
contextual perspective that had been broad enough to encompass the likely 
behaviours of his company’s major shareholder. He had fallen foul, perhaps, of an 
unrealistic self-expectation that he and his team could plan, organise and regulate 
the whole of the organisational change in which he was engaged as a series of 
discrete projects, rather than experiencing it as a wider process of continuous flow in 
one part of which he was momentarily engaged. But the experiences of the takeover 
of his company and his requirement for heart surgery transformed the way the way 
that he perceived that process. The way that he described his later change
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management role suggested to me that he had moved from a position that was like 
that of an engineer endeavouring to bring a river under control, to that of a master 
mariner or helmsman determined to bring his boat home, no matter what obstacles 
lay around the bends in the river that lay ahead. Of all the directors in the study, 
Ramsey Mereside seemed to me to demonstrate an understanding of the need to be 
capable of managing change at several different levels simultaneously, driving a 
project-based change that was dependent upon the rigorous analysis of information; 
using metaphor and benchmarks to illustrate his vision of how things might be 
different and being willing and able to take a leap into the darkness, communicating 
his passionately held faith that the outcome would be of benefit to everyone who was 
involved in it. For this reason I came to think of him as a crusader.
Weick, with Bartunek and Moch and with Ackerman, suggests (1995, p.38) that faith 
is critical as an instrument of sensemaking. In doing so, he argues strongly against 
the views of post modern deconstructionists.
The destructive side of deconstructionism is the undermining of the faith 
and belief necessary to get sensemaking started. If there are multiple 
meanings that collapse under scrutiny, why bother with sensemaking at 
all?
9. (v) Indwelling and Personal Reflection
Among the personal insights that I have gained from the research is a better 
understanding of why I had been so uncomfortable in the director’s role in a 
computer company in the early nineteen eighties. I had no sense at all at the time of 
being involved in an on-going flow process that extended beyond the boundaries of 
the roles of myself and my colleagues in the UK operation of the company within the 
UK industry The American parent company and the technological developments that 
were taking place in the industry were static facts rather than elements in flow and 
determinants of the changes for which I had accountability. I saw the process of 
change as involving an infinite, almost overwhelming succession of discrete projects 
each of which could never be brought to a satisfactory conclusion. I now appreciate 
Brent Pelham’s metaphor of the director being like the entertainer endeavouring to 
keep a large number of plates spinning on the end of an array of poles. In my case, I 
think I would have suggested that the number of poles was capable of infinite 
extension while my ability to keep the plates spinning was quite definitely finite. I
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would have located myself in the Inward-External quadrant, a director who had some 
understanding of the range and extent of the factors that had an impact upon the 
change process (external contextual perspective) but suffered from an awesome 
sense of responsibility that I had somehow to bring them all under my personal 
control, if I were to be regarded as ‘doing my job properly'.
From the perspective of twenty years on and at the conclusion of this research I 
believe that my perspective towards the management of change has shifted more 
towards to an outward personal focus combined with an internal contextual 
perspective with regard to the specific organisation to which I am contracted as a 
consultant and advisor, providing a resource. The nature of my work means that I 
am simultaneously working with a number of organisations and a participant in 
several networks that are crucial to my maintaining a sense of the wider context 
within which any single change process in which I have an involvement is located.
I conclude that while it is perfectly possible to manage some aspects of 
organisational change, each change is subject to discrepant events that may 
radically alter its nature. By defining a change process in terms of a project with a 
clear beginning, middle and end point, we increase our ability to manage some of the 
crucial aspects of that process but may simultaneously diminish our capacity to 
respond appropriately to surprise events occurring in the environment or context 
within which our change is located. Such events appear to be inevitable.
The effective change driver is likely to be someone capable of personally thriving 
while moving from one level of change to another very rapidly, varying his or her 
communication style and language appropriately, and who is also capable of 
experiencing multiple realities simultaneously, without compromising his/her belief in 
and convictions concerning what needs to be done.
In managing in circumstances of change, the change driver is a participant in an 
infinite relay race that is never won. Success would seem to be at least partially 
dependent on a personal focus and a contextual perspective that facilitates the 
change driver in avoiding the feeling that it has been lost.
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Chapter 10: Critical Reflection
“We shall not cease from exploration 
And the end of all our exploring
.Will be to arrive at where we started 
And know the place for the first time”
T.S. Eliot, Little Gidding, from Four Quartets
Overview
In this final chapter, the research process is reviewed against the author’s 
endeavour to address the research question and to make sense of the different 
experiences of organisational change from the perspective of those who drive 
such change. It is suggested that the need to render manageable and sensible, 
complex processes of organisational change that may be occurring at several 
different levels simultaneously, encourages the change process to be defined in 
terms of a discrete project. Though appearing to render the change more 
subject to regulation and control, such definitions also appear to reduce the 
capacity of the change driver to anticipate or interpret the impact of discrepant 
contextual events. This shortcoming may be exacerbated to the extent that the 
change driver’s personal focus is turned inward and his contextual focus is more 
internal than external.
The challenge of integrating different modes of reflection, analysis and synthesis 
is considered, as is the appropriateness of heuristic inquiry to the study of 
organisational change management. Some parallels between the support 
requirements for the process of heuristic inquiry and that involved in driving 
organisational change are noted in relation to the development of practice and 
the identification of avenues for further inquiry.
10. (i) A Persistent Itch
In the preface to this thesis, I have described the research that is its subject as an 
episode in the continuing story that is my lifelong fascination with organisations and 
the management of organisational change. I have described how, either by chance, 
fate, or as a logical consequence of pursuing this fascination, I have had the good 
fortune to view its object from three very different but complementary perspectives -  
from that of a researcher, of a manager and director and of a consultant to managers 
and directors who are involved in processes of organisational change. This research 
has been in a very real way an attempt to integrate, synthesise, make sense of and 
extract meaning from these and a number of other different perspectives. Foremost 
among these ‘other’ perspectives has been my attempt to consider the questions 
raised by my research from an interpretive or qualitative standpoint while, at the 
same time, acknowledging and respecting the contribution and value of my prior
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experience as a researcher and practitioner that has been largely determined by a 
normative or positivist frame of reference over a period of thirty and more years.
My earlier research experience and in particular that which is reflected in Mumford, 
Robinson and Stradling (1987) and Mumford, Honey and Robinson (1990), fell within 
what Braud and Anderson (1998) refer to as ‘conventional research’ as opposed to 
what Reason (1988) and others have labelled ‘new paradigm research’, that is, 
“research that [is] with and for people rather than on people". As I have stated at 
other points in this thesis, I find difficulty with the possible implication that these 
approaches should be considered as being mutually exclusive, but will readily accept 
that the two earlier studies of directors in which I was involved and to which I have 
just referred were concerned with the conduct of research on or about people who 
were directors of British companies. As such these studies merit the ‘conventional’ 
label. As a researcher whose formal training was located in the structural-functional 
school of sociology and in survey methods of social investigation, I accept that my 
own research approach had developed entirely within the conventional tradition. At 
least, it was conventional from the perspective of other social scientists. My 
operational research colleagues with backgrounds in the physical sciences might 
have taken (and often did) take a different view. Contrasting my background in the 
so-called ‘soft’ behavioural sciences with their own in the ‘hard’ disciplines of physics, 
mathematics and bio-chemistry.
In the course of conducting the research studies into the learning processes by 
means of which one hundred and fifty directors of British companies considered that 
they had acquired the knowledge and skills necessary to success in performing their 
role, I gathered a considerable amount of data in the form of narratives and stories as 
told by the directors to illustrate their learning and development experiences. I have 
described earlier how these stories struck me as being immensely rich and had 
provided me with what I considered to be important insights into what the experience 
of being in the role of director might mean to people who were charged with fulfilling 
it.
It also occurred to me that these insights might be particularly meaningful to me 
because I had occupied the role of director myself for several years in a multinational 
corporation (and had not particularly enjoyed my initial experiences of the role) prior 
to returning to a consultancy and research career. While the stories that the directors 
shared with the research team members helped me to make sense of my own
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experiences, they formed little part of the data that could be included in the analysis 
included in the published research reports, other than as fragments used for 
purposes of illustration. The research reports were concerned with identifying 
clusters and trends that could be shown to have statistical validity, rather than with 
issues such as excitement, frustration, commitment, anxiety and self-confidence that 
were present so vividly in the narratives provided by the individual directors in the 
course of our interviews.
The requirement to restrict enquiry to a specific frame of reference, appropriate to 
one’s chosen methodology is a necessary discipline in any field of academic 
research. However, my experience in operational research early on in my career had 
demonstrated to me just how valuable an interdisciplinary approach could be to the 
generation of solutions to the problems that managers must tackle. The shedding of 
light from a different source on the object of one’s study may offer a richer picture 
than that which is provided by the single lens of one, particular approach.
I have described earlier how, after the formal research reports had been published, I 
extracted and included a number of the director’s stories in a subsequent publication 
(Robinson, 1992) in which again I was careful to state that they were stories that 
illustrated points that I wished to make in the publication, but made no claim to 
suggest that they might have had any more general validity. The stories, it seemed to 
me, communicated important truths that had meaning for me and might also be 
meaningful to other directors.
On reflection, and in the light of having conducted the research that is the subject of 
this thesis, it now seems strange to me that I should have viewed the two aspects of 
the data provided by the earlier studies so differently as to see them as being 
mutually exclusive, rather than as being complementary perspectives that might be 
worthy of equal consideration and, possibly, of integration. The analysis of the 
aggregated data, drawn and categorised from the one hundred and fifty interviews 
enabled the research team to develop and test hypotheses about the learning 
preferences of a statistically valid sample of directors that were then used to develop 
models for director training and development. But that analysis could shed no light 
on what it meant to occupy the director’s role or why some learning experiences were 
valued more highly by them than others, nor how the individual directors had made 
sense of their learning experiences. On the other hand, while the stories that the 
directors had told served to illuminate some of these issues, they could not be
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represented in the formal research reports other than as interesting supporting 
anecdotes. This was partly a consequence of inevitable space restrictions but 
primarily because the narratives were not capable of being meaningfully integrated 
with the database from which statistical inferences were to be drawn. Single stories, 
though high in impact, could not be seen as representative of the whole.
Now as I approach the conclusion of this particular episode in the continuing story, I 
am struck once again by a strong sense of the extent to which researchers, 
managers and consultants find it necessary to segment, reduce and particularise the 
life tasks in which they engage in order, not only to conform to certain standards of 
rigour but also, quite simply, to make sense of them and to render them manageable. 
Practitioners of neuro linguistic programming (NLP) (see Dilts, Grinder, Bandler, De 
Lozier; “Nero-Linguistic Programming Volume 1: The Study of the Structure of 
Subjective Experience” 1978, Meta Publications), borrowing from information 
technology, refer to this segmentation process as 'chunking’. Defining a project, 
bounded by time, terms of reference, and the provision of dedicated resources is a 
familiar formal example of such ‘chunking’. This process also occurs spontaneously 
as a necessary precursor to finding one’s way through a succession of life mazes of 
seemingly infinite complexity. However, my study of Change Drivers suggests that 
the process may come at a significant price.
It will be recalled that a trigger for the research described here was my increasing 
discomfort with what I had begun to acknowledge to be the dysfunctional aspects of 
planned organisational change. I have described how this discomfort moved from 
the background to the forefront of my consciousness in the summer of 1996 as a 
consequence of my attendance at a workshop of the Association of Management 
Education and Development at which Bill Critchley and Roger Stuart considered the 
letter’s study of individual experiences of organisational change attempts (Stuart, 
1995). The workshop provided me with what Bennis and Thomas (2002) describe as 
a crucible experience that turned my discomfort into what was to become a persistent 
itch that I was unable to ignore.
Reason and Hawkins (in Reason, 1988) distinguish between two basic modes of 
reflecting on and processing experience:
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Explanation is the mode of classifying, conceptualising, and building 
theories from experience. Here the inquirer ‘stands back’, analyses, 
discovers or invents concepts, and relates these in a theoretical model...
Expression is the mode of allowing the meaning of experience to become 
manifest. It requires the inquirer to partake deeply of experience, rather 
than stand back in order to analyse.
Reason (P. 81)
Explanation can involve either observation and description, or experimentation. The 
former involves an analytical approach, “dividing holistic experience into manageable 
components”, while the latter involves the researcher-inquirer, “in attempts to 
manipulate the experimental field in order to test a theory”. The division of holistic 
experience into manageable components lies at the heart of post-enlightenment 
approaches to the management of organisations and, of course, to scientific method. 
But the dissection of the animal of necessity deprives it of its life. This ineffable 
quality that is the stuff of stories and myth is what communicates the difference 
between how something might work and what that something might mean.
Reason and Hawkins argue that that the expression of experience, and therefore, the 
inquiry into meaning is an important aspect of research that has been largely ignored 
by orthodox science. In this they anticipate the view expressed by Braud and 
Anderson (1998 p.3 quoted in Hiles 2001) that:
Many of the most significant and exciting life events and extraordinary 
experiences -  moments of clarity, illumination, and healing -  have been 
systematically excluded from conventional research
>
They also note (with Bateson 1972) that research as explanation, in requiring the 
division of holistic experience into manageable components, also requires the 
construction of boundaries, which may be physical or conceptual, but which are 
nevertheless arbitrary -  useful distinctions which are necessary for purposes of 
analysis but which have no objective existence. This is a point to which I was to 
return repeatedly as my research progressed.
The desire to run with the hounds of explanation and the hares of expression 
following the original research remained with me long after the members of the team 
had published their findings and gone their separate ways. It returned strongly 
following my attendance at Stuart and Critchley’s workshop in 1995 (see Chapter 
Two). But on this occasion, my wish to delve deeper into the meanings that people
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attached to their experiences was stimulated still further by the impact of Stuart and 
Critchley’s observations on the negative consequences that the outcomes of 
processes of organisational change seemed to have for many organisational 
members. These observations were not especially new to me but, in the context of a 
conference on transformational learning, their impact upon me was extremely 
significant. In describing my experience in terms of a crucible it is not my intention to 
dramatise it. Quite the contrary, it is my wish to indicate that such experiences need 
not be as dramatic as, for example, a personal crisis, witnessing a significant event in 
history or missing the flight that crashed. They can be, as it was for the theatre 
director, Trevor Nunn, an experience as mundane as a visit to the pantomime as 
small child. Dramatic or mundane, such experiences may transform the way in which 
one experiences the world.
For me, the workshop’s highlighting of the unplanned, unanticipated and frequently 
overlooked or denied negative consequences of the processes of organisational 
change in which I was involved as a consultant and director, appeared to throw a 
mental ‘trip-switch’. I vividly recall walking along the corridor from the room in which 
the discussion had taken place in order to return to the main conference hall with an 
awareness that ‘things’ now appeared to be qualitatively different from the way they 
had been prior to the workshop. I do not believe that I could have articulated in just 
what manner ‘things’ were different but it was as if there had been a dimming of the 
lights, a dulling of a sense of colour and a shift of my worldview from half-full to half- 
empty. Consequent upon the acknowledgement of these differences, I began to 
experience the emergence of feelings of self-doubt in relation to much of the change 
work in which I was then engaged. While, as before, I have no wish to dramatise the 
feelings that were provoked by the workshop, neither do I wish the reader to 
underestimate their impact in opening up tenets, previously held to be self-evident, to 
some fundamental questioning.
From these feelings and the reading that they provoked (see Chapter One) there 
developed the origins of my research question: “What is the nature of the experience 
for the change driver of driving a process of major change through an organisation?” 
A question that is one of expression rather than of explanation.
My decision to pursue the question through interviews with a number of directors, 
each of whom was involved in processes of major organisational change, seemed to 
me to be a natural extension of my earlier research. My inclination to witness the
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stories of these directors’ experiences of change as they unfolded stemmed from a 
wish to ensure that the richness of their stories and experiences would, on this 
occasion, form an integral part of the study rather than an interesting bi-product
I appreciated that fulfilment of this wish would require me to adopt a different 
approach and method from that which I had employed in the past. I sought to derive 
from the stories that emerged from interviews with the change drivers, a 
counterbalance to the limitations stemming from the fact that I would necessarily be 
working with a small number of directors over an extended time period. This 
contrasted strongly with one of the original studies, which had involved the research 
team in conducting single interviews with a large number of directors in order to seek 
out patterns and trends in their experiences of learning and development. Oh this 
occasion, instead of a large number of ‘snapshot’ interviews with a representative 
sample of the director population, I was anxious to gain greater insight into the 
developing experiences of people who were charged with the responsibility of making 
organisational change happen.
At this early stage, I was concerned that the rigour of my research would be in doubt 
because of my inability to validate any findings through statistical analysis, for I was 
not yet convinced that the qualitative approach that my question appeared to demand 
was in fact one to which I could subscribe or which I really felt comfortable in 
undertaking. One reservation that I had was that while the directors’ experiences 
might be of significance to me, I could not know whether they would be meaningful 
or, if so, in what way, to any third parties. I was also concerned lest my interest 
should prove to be fuelled by solipsism or self-indulgence on my part.
In searching the literature for examples of doctoral studies of managerial issues 
undertaken using qualitative methods, I located a thesis by Carlis Douglas (1998). 
She describes experiencing similar doubts and concerns as she embarked upon her 
study and before finally committing herself to a qualitative methodology. She includes 
the following note from her journal, written in November 1988:
In the traditional method one starts with the map, the paths are sign­
posted and one starts off with a clear idea of what one will study. The 
aim being to enhance and expand the map i.e. that which is already 
known. This seems a very effective way of mapping the wood, but it 
assumes that the terrain is static, small and configurable. One may 
question the value of maps. Do they not simply outline the path taken
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and provide signposts and milestones marking the traveller’s particular 
interest? What do they tell us of the place itself?”
Douglas, 1998
For me, Douglas captures exactly the difficulty that I had experienced with the 
original study of director development. We had produced an excellent map of the 
routes that they had taken but captured little or nothing of their journeys, the places 
through which they had passed, of the experiences that they had had nor of what 
these experiences meant to them.
This personal sense of dissatisfaction with work that had been judged perfectly 
satisfactory in the context within which it had been commissioned provided me with a 
further motivation to address my persistent itch. A qualitative approach appeared to 
me to offer a means of addressing the irritation, if only I could satisfy the personal 
doubts that such an approach raised for me, over and above the sense of self 
questioning and doubt that had been crystallised by my participation in Critchley and 
Stuart’s workshop.
10. (ii) The Appropriateness of Heuristic Inquiry to the Study of 
Change Drivers
The route that took me to the selection of heuristic inquiry as the core method of my 
research has been described in Chapter Two. By the time that I finally made the 
decision that this would be the method that I would employ, I had already embarked 
upon the initial stages of my research. I had identified and written to nine company 
chairmen, chief executives or directors describing the issues that were of interest to 
me and inviting them to participate in the study. Although I knew only one of them 
well, Acton Trussell who had been an MBA student of mine some ten years earlier, I 
was acquainted with all of them and was aware that each had responsibility for 
bringing about a major change within his organisation.
Lines (2003) and others have described how difficult it can be to gain access to 
directors as members of a group for serious academic research. They are well 
defended by gatekeepers (secretaries, managers and other assistants) who, 
emphasising how busy they are, are reluctant to burden them with the distractions 
that would be provided by attending to the questions of curious researchers. Their 
perfectly reasonable questions concern the benefits to the director and the
348
Change Drivers
organisation that will be forthcoming as a consequence of their participation in the 
research.
I did not have to overcome this problem. I was a director and, therefore, a member of 
the same reference group and I was the co-author of two previous studies that had 
been sponsored and well received by the Institute of Directors. I had had previous 
contacts with each of the directors either through the earlier research, as a consultant 
to their companies or through mutual attendance at conferences.
Access, therefore, was not an issue, though the group was clearly skewed by virtue 
that its members were all linked by prior knowledge of me, the researcher.
The organisations within which the directors had brought about or were endeavouring 
to bring about change varied considerably, including producers of fast moving 
consumer goods, heavy engineering, public sector and not for profit organisations:
Some of the directors had met me in the course of the earlier studies and each of 
them knew of my background and interest in the topic of organisational change and 
development. I could not and did not perceive myself as a neutral or independent 
observer but as a member of a group of people with a common interest in 
organisational change and its consequences, with which they had an involvement 
and for which they had some measure of responsibility. My predominant orientation 
towards organisational change was that of a practitioner, as my research role had 
been primarily shaped by operational or action research models. From both of these 
perspectives the focus of the research in which I had been engaged had been upon 
perceived organisational problems to which solutions were required. The exceptions 
to this had been the two earlier studies of directors, which had been commissioned 
by government with the aim of identifying patterns in the experiences of directors in 
acquiring the knowledge and skills that they deemed to be necessary to their 
effective performance.
The outward and visible reason for an interest in organisational change on the part of 
the nine directors involved in my study was their responsibility for bringing about a 
major change within each of their organisations. My research interest on this 
occasion was focussed upon the ways in which the directors made sense of, learned 
from and articulated the experience of fulfilling this responsibility.
349
Change Drivers
In addition, however, I was also very much concerned to develop my understanding 
of how they dealt with (made sense of) both the unintended consequences (extrinsic 
and intrinsic) of planned aspects of the changes for which they were being held 
accountable and of how they responded to disturbances (discrepant events) that 
arose in the wider environment (context) of their organisations and over which they 
exercised little or no control. It was precisely such events and their recurrent 
negative consequences that had triggered my wish to conduct this particular study.
Furthermore, behind this interest lay a desire to make sense of my own experiences 
as a director and change driver, which had given me a tendency to focus particularly 
upon some of the negative aspects of the experience of organisational change. This 
can be related to my concern that the organisational changes in which I had been 
involved could have been ‘better managed* and that they had focussed excessively 
on outcomes that related almost exclusively to organisational performance, with only 
limited concern for the well being of organisational members.
So the nine people linked together by a tenth, the researcher, formed an interest 
group that distinguished it from other directors responsible for bringing about change 
in other organisations. This fact was of significance for the selection of the qualitative 
research method that was finally adopted.
My decision to adopt heuristic inquiry as my primary research method was .taken 
after I had commenced my initial interviews and following a careful consideration of 
various options and alternatives. These had included a modified approach based on 
the action research methods with which I was familiar, an approach similar to that 
which had been employed by Watson (1994) which he describes as organisational 
ethnography and various qualitative/phenomenological methods to which I had been 
introduced while a participant in Surrey University School of Education’s research 
methods programme.
I did not take the decision to employ heuristic inquiry as my primary research method 
lightly. For while its requirement for personal engagement and reflection on both the 
experiences of the directors and my own seemed to be most appropriate to the 
subject matter, the interest group formed by the directors and my own relationship 
with it, it was quite clear to me that the approach would be extremely demanding and 
at odds with all my prior research experience and training. Moreover, its underlying 
values (there is in my view no value free methodology) were fundamentally different
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from anything that I had previously experienced in a research context, involving 
continuous periods of self-reflection, self-searching and long periods of immersion in 
the research process. This is in marked contrast to the discrete and clearly bounded 
project nature of all my previous research work. In these, the researchers stepped 
into and out of the research role with relative ease, it forming but one of a number of 
self-contained assignments upon which the members of the research team were 
engaged.
I believe that I took the decision to adopt heuristic inquiry as my primary research 
method fully appreciating, at an intellectual level at least, what the implications of my 
decision were likely to be in terms of the way in which I gathered, processed and 
interpreted my research data. What I think I failed to appreciate was the extent of the 
impact that undertaking my inquiry could have upon me. The expressive mode of 
reflection and research does indeed require the inquirer to, “partake deeply of 
experience, rather than stand back and analyse.” (Reason, 1988)
My lack of appreciation of just how deep this ‘partaking of experience* would prove to 
be may well have been a function of the nature and breadth of my particular research 
topic. In reviewing the topics of research referred to by Moustakas in his primary text 
on heuristic research (1990) I note that they are all of a deeply personal nature and 
that they are associated with very specific kinds of personal experience. Some of the 
examples provided by Moustakas are,listed below:
o Really feeling connected with nature (Snyder, 1989) 
o The Experience of touch in Blindness (Lusseyran, 1987) 
o Transforming Self-Doubt into Self-Confidence (Prefontaine, 1979) 
o The Experience of Mystery in Everyday Life (Varani, 1985) 
o The Experience of Self-Reclamation (Schultz, 1983) 
o The Meaning of the Precognitive Dream Experience (Potts, 1988) 
o Growing Up in a Fatherless House (Cheyne, 1989) 
o The Experience of Shyness (Macintyre 1983)
My study of director’s experiences of driving a process of significant change through 
a large organisation seems to me to be a picture painted on a much broader canvas 
than are those covered above. Of these, only The Experience of Self-Reclamation* 
seems to have been conducted over an extended time period and with a significant 
number of co-researchers. In this study, Schultz conducted interviews with twenty
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former Catholic women who had lived in religious communities over a period of six to 
fourteen years. Schultz herself had been a nun and, using heuristic processes and 
methodology and including herself as a research participant, studied the experience 
of reclaiming one’s self in life beyond the religious institution.
Each of the directors in my study was involved in a separate organisation in its own 
industry sector, with its own history, culture, norms and values. The directors 
occupied different roles within their organisations and the nature of, content of and 
processes involved in, the changes were all different. However, a common theme to 
all the directors’ experiences was their responsibility for bringing about significant 
change within the organisation of which they were chairman, chief executive or a 
director. It was this common theme that suggested to me that the study might be 
amenable to heuristic inquiry. As with the former nuns in Schultz’ study, the directors 
in my research were members of a community to which I also belong.
In this respect, I believe my study to be unusual in the context of managerial 
research. Studies of the experiences of directors as a group or community are 
comparatively rare and tend to be of particular aspects of the role, such as the 
responsibilities of governance, the nature of corporate leadership or of the nature of 
the developmental processes that lead certain individuals into the role. Having been 
a company director myself since 1979, this study of directors as change drivers is a 
study of the experiences of members of my own world. I cannot claim, like Watson
(1994), to be an organisational anthropologist since my career has developed 
employing the language, tools and processes that each of the directors in my study 
employ on a daily basis. Breaking down the managerial task into discrete, 
manageable ‘chunks’ that can either be managed personally or delegated or 
assigned elsewhere is entirely familiar to me, as are some of the advantages and 
disadvantages of this way of working. So in this respect I have felt that I have met 
Moustakas’ dictum that heuristic inquiry should relate to an issue of passionate, 
personal concern and one that has been directly experienced by the researcher, “in a 
vital, intense and full way" {Moustakas 1990, p.14). This was certainly true. I was a 
company director, I had been accountable for driving changes through organisations 
and I continued to consult to directors in this field. The experience of being in the role 
of change driver had been challenging to me and was one that had left me feeling 
bruised and dissatisfied. As was later described to me by one of the directors in the 
study, Bowers Gifford, the feeling was one of having been, “in charge but not in 
control”.
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At the time that I took the decision to employ this method, I failed to anticipate the 
impact that the inquiry itself would have upon me. Thus, for example, during the 
early stages of thé research I thought that it would be possible, following the example 
of Schultz’ study, for me to conduct the interviews with the nine directors and to 
record their stories, adding the impact of these stories upon myself as a story relating 
to a tenth director -  me. But as my experiences and those of the directors became 
more and more intertwined, I found this to be not only inappropriate, but pointless. 
Immersion in the process of heuristic research involves self-inquiry and dialogue with 
the other participants in the study that is aimed at discovering the underlying 
meanings of important aspects of significant experiences. It is the experience of 
undertaking the inquiry that forms my story, rather than the collective impact upon me 
of the stories told by the nine directors. Moreover, I also found that I could not 
meaningfully distinguish the sensemaking processes of the nine directors from my 
own, particularly as such processes related to the impact of ‘discrepant events’ 
originating externally to the directors’ change projects or organisations and to which 
all the participants in the research, including myself, were subject.
The processes of immersion, incubation, indwelling certainly encouraged me to relive 
my own experiences of driving change and to associate with and share many of the 
feelings and emotions expressed by the change drivers.
The heuristic research process is not one that can be hurried or timed by 
the clock or calendar. It demands the total presence, honesty, maturity, 
and integrity of a researcher who not only strongly desires to know and 
understand but is willing to commit endless hours of sustained immersion ... 
and focused concentration bn one central question, to risk the opening of 
wounds and passionate concerns and to undergo the personal 
transformation that exists as a possibility in every heuristic journey.
Moustakas, 1990, p14.
In the early stages of the research, I noticed that I felt considerably energised by my 
encounters with the directors. I wrote and presented several papers during this 
period, highlighting some of the issues that were emerging from the interviews. In 
particular I noted the disconnection between the language of organisational change 
texts and that of those experiencing such change that had been observed by Stuart
(1995). I also noted the impact that crises brought on by external, discrepant events 
had upon the personal well being of several of those with whom I was meeting 
regularly. Their stories had a profound impact upon me. For example, Acton
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Trussell’s description of how he had felt as though he had been struck physically, 
finding himself unable to speak, when he was asked to leave the company in which 
he had worked for more than twenty years; Guiting Power’s description of becoming 
ill under the pressure of endeavouring to deliver what were, to him, incompatible 
objectives; Alton Barnes’ feeling that, at the moment that he approached the summit 
. of his career, he was overtaken and carried to the top on the shoulders of others, 
leaving him feeling bereft of purpose; Ramsey Mereside’s poignant description of 
how he had failed to observe his company being ‘crept up upon’ by its major 
shareholder and also failed to notice his heart ‘creeping up’ on him. The directors 
described each such incident with a passionate intensity that strongly communicated 
itself to me as inquirer, leaving me with a clear sense of their anger, hurt, anxieties 
and frustration. I also found myself uplifted by other aspects of their stories.
These stories did indeed open wounds and awakened passionate concerns of my 
own. I associated very strongly with the painful emotions that their tellers displayed. 
Yet, when I experienced my own succession of disruptive and certainly discrepant 
events that originated from outside the specific context of my research question (my 
need for surgery, my business partner’s illness and subsequent death, the death of 
my brother) I failed to anticipate or fully appreciate their impact upon my research, in 
precisely the same way that the directors described missing the significance of 
events that would put their change projects at risk. I too had put boundaries around 
my research, my project, as though it were a discrete entity that was and could be 
maintained as being in some way separate from the ebb and flow of life’s events. I 
did not detect for some time the connection between the events in my personal life 
and the feelings that I had towards the subject of my study. On one occasion, for 
example, some months after my illness and bereavement, I had dedicated a number 
of days to the analysis of the interview transcripts but found that I was able only to 
relate and respond to negative aspects of my data. Anything that would previously 
have excited or enthused me I found to be of little interest, preferring to explore if not 
to wallow in, the more negative. The impact upon me was devastating. I described to 
my supervisor how it appeared to me that all remaining colour had been drained from 
the research topic that had previously struck me as being filled with exciting insights 
and revelations. Now it appeared uniformly grey and dull, offering only confirmation 
of my own sense of sadness. At this stage I seriously contemplated abandoning the 
study altogether and was rescued by my supervisor’s suggestion that I should 
attempt to re-engage with the research by first writing down the directors’ stories as I
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recalled them, rather than constructing them solely from the transcripts and interview 
notes.
I cannot say now whether the mild depression that I suffered for some months 
following my illness and bereavements, ‘contaminated’ my research or whether the 
sadder, experiences of a number of the directors in the study aggravated my own 
sense of depression. But the experience brought home to me very strongly the 
extent to which immersion, incubation and indwelling required by heuristic inquiry in 
relation to one’s study or one’s change project can significantly reduce one’s capacity 
to handle or otherwise respond effectively to the intrusion of discrepant events 
originating from beyond its boundaries.
My preoccupation with my own sense of loss led me to focus on similar experiences 
in the lives and stories of the change drivers rather than upon others that might have 
been more positively interpreted. In a way that was very real to me, I found that I was 
using the experiences reported by the directors as a means of making sense of my 
own. Reflecting on this has led me to question the appropriateness of employing 
heuristic inquiry to the kinds of research questions that I had posed when I embarked 
upon my research (Chapter 2, page 67). From my current vantage point, the method 
seems to be somewhat more appropriate to the secondary questions that I posed on 
page 69, for while the primary questions are concerned with the consequences, 
experiences, sensemaking processes and learning of the nine directors, the 
secondary questions were addressed quite specifically to myself. Most significant of 
these was perhaps the question:
“What ghosts might I be trying to exorcise in the process of undertaking
the research?”
This question causes me to consider the nature of heuristic research in the broader 
context of qualitative, phenomenological and transpersonal inquiry.
Heuristic inquiry is a method that originated largely as the product of one person’s 
research practice and experience, reflecting Moustakas’ philosophy that, “in every 
learner, in every person, there are creative sources of energy that are often tacit, 
hidden or denied.” Moustakas (2001), In all of my previous research experience, an 
underlying assumption would have been that this was probably a good thing and that 
which was ‘tacit, hidden or denied’ should remain firmly in the background and, 
ideally, out of the picture altogether, in the interests of objectivity. But perhaps what
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was most significant for me was the fact, that heuristic inquiry explicitly recognises, 
indeed demands, the personal engagement of the researcher him or herself as a 
participant in the dynamic of the research process, not as a disinterested observer, 
but as a matter that is of passionate interest and deep personal concern.
Moustakas is by no means unique in giving the engagement of the researcher such 
emphasis. Indeed it is integral to any form of reflexivity. Esterson (quoted by Rowan 
in 1981, in Reason and Rowan, ‘Human Inquiry,’ John Wiley) states that, “since 
persons are always in relation, one cannot study persons without studying the 
relations they make with others ... the observer, with the co-operation of the other, 
constitutes himself as part of the field of study, while studying the field he and the 
other constitute.”
Esterson goes on to comment:
Observing in this way he requires an appropriate form of rationality.
Since the field he studies is composed of himself and the other(s) by 
himself and the others, he must be able to reflect upon, and reason 
about, a reciprocity that includes himself as one of the reciprocating 
terms. He must study from a position within the situation he is reasoning 
about. This requires a rationality that is dialectical in form. Such a form 
is not embodied in the method of natural science.
Esterson in Reason and Rowan p.167/8
Similarly, Weick states, arguing not from the perspective of qualitative or 
phenomenological inquiry but from that of a professor of organisational behaviour 
and psychology, that a significant property of sensemaking is that it is a social rather 
than an individual activity. “Sensemaking is never solitary because what a person 
does is contingent upon others” (1995. p.40). Although my study has been of the 
experiences of nine directors, these experiences were all gained within the context of 
the organisations within which they were endeavouring to bring about significant 
change. In relation to such experiences Weick quotes Walsh and Ungson’s (1991) 
definition of an organisation as “a network of intersubjectively shared meanings that 
are sustained through the development and use of a common language and 
everyday social interaction.” Therefore, the thoughts, feelings and behaviours of the 
directors and my reactions to them were all mediated by the actual, imagined or 
previous presence of others.
Moustakas extends this argument by suggesting that the outcome of the heuristic 
process in terms of knowledge and experience must be placed in the context of the
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experiencer’s own frame of reference, and not in that of some external frame. I did 
not fully appreciate what this might mean for me until I reached a relatively advanced 
stage of my research, by which time my internal frame of reference had been 
significantly altered by those events in my personal life that were not directly related 
to my research but which had a profound affect upon the way that I had come to 
experience it.
Esterson suggest that this reflects a new mental stance, an altered state of 
consciousness involving three stages or moments:
First, a reciprocity between the observer and the rest of the social field...
Next, a temporary nihilating withdrawal from active participation...Third, a 
negation of the withdrawal and a return to the reciprocity with the rest of 
the social field.
Esterson in Reason and Rowan, p. 168
Rowan suggests that the second stage is both crucial and painful, immensely 
important and potentially highly productive, while Esterson continues:
Here the observer...relates primarily to himself, comparing and 
discriminating between his experience of himself and his experience of 
the system, between events in the system and events in himself. 
Successful discrimination is followed by a change in the observer’s 
experience of himself, reflecting an inner movement. This change may 
be termed self-realization.
Esterson in Reason and Rowan p. 168
Heuristic inquiry places great emphasis on the second of Esterson’s stages through 
processes of self-dialogue in the early phases of the research process, by means of 
which the researcher comes to appreciate the meaning and significance of the 
research for himself through:
intuition that provides the bridge between explicit and tacit knowledge; 
immersion in the research question, “in waking, sleeping and even dream 
states” 
and, finally,
through indwelling, “the conscious and deliberate process of turning inward 
to seek a deeper, more extended comprehension of a quality or theme of 
human experience.”
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For me, this aspect of the heuristic process was initially both difficult and painful. 
However, I do believe that for a significant period, during which I was concerned with 
developing my understanding and appreciation of the directors’ experience as 
revealed through the stories that they had told, ‘the nihilating withdrawal from active 
participation’ became all pervasive. Whether or not this can be attributed to the 
heuristic process itself or to the fact that my entry to the phase of the research where 
these processes predominated, happened to coincide with a period of transition in 
my own life is not yet clear to me. The experience of such transitions is summarised 
by Bridges (1995) using the acronym GRASS where:
o G = Guilt as experienced by the researcher who is totally immersed in 
the data of his research at the cost of neglecting to address issues 
involving his family, colleagues and, later, the other participants in the 
research who will wish to know how they relate to the findings 
emerging from the researcher’s lengthy period of indwelling and 
introspection.
o R = Resentment at the time that it takes to do justice to the heuristic 
process and the demands that it places upon the researcher’s time, 
and at the pressures that are placed upon the researcher to ‘complete’ 
or to ‘deliver’.
o A = Anxiety as the emergent themes and models that arise from the 
process of immersion and indwelling require the researcher to 
challenge, question and eventually to let go of previously deeply held 
beliefs and assumptions about the subject matter of his inquiry, in the 
knowledge that this requirement will have to be ‘explained’ to his 
peers.
o S = Self absorption as the previously listed phases of transition 
process become a preoccupation of the researcher, giving rise to a 
tendency to look for someone to blame for the discomfort in which he 
feels himself to be submerged. “Colleagues do not understand, 
supervisors offer no support, how on earth did I get myself caught up 
in this process that involves a methodology about which, by now, I 
have increasing concerns about its validity. My earlier research never 
caused me so much grief. ” At this stage energy and motivation are
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barely discernible and there is an almost overwhelming wish to 
denigrate the goal and to give up.
o S = Stress, which really completes the cycle, taking the researcher 
back to guilt. “I cannot possibly give up now, having imposed upon the 
generosity of my co-researchers in sharing their experiences with me 
over many interviews, having neglected my consultancy practice and 
given less support to my colleagues and family than they needed and 
deserved”. As Bridges observes, trying to “manage” such stress is like 
trying to cool your overheated brakes, ,lthe only real answer is to take 
your foot off the brake. ”
Thus, while 1 acknowledge Esterson’s observation that the second stage of 
temporary withdrawal from active participation is a necessary component of what he 
calls a science of reciprocities, my experience of heuristic inquiry suggests that the 
third stage, return to reciprocity with the rest of the social field, can be even more 
difficult, since the experience of the second stage has changed the nature of the 
perceived reality and the basis of connection that previously existed between the 
researcher and the field of his inquiry. This is where the researcher, like the change 
driver, is required to be bold. One of the directors, Ramsey Mereside, stated his 
conviction that if a change driver is to succeed in bringing about organisational 
change at a number of levels simultaneously, he requires a strong belief that, though 
he may not be able to clearly envisage the precise outcome of the change that he is 
driving, it is going to be significantly better than what currently exists.
Weick is strongly supportive of this view
In a world that is changing and malleable, confident, bold, enthusiastic 
action, even if it is based on possible illusions can be adaptive. Bold 
action is adaptive because its opposite, deliberation, is futile in a 
changing world where perceptions, by definition can never be accurate.
They can never be accurate because, by the time people notice and 
name something, it has become something else and no longer exists”.
Weick, 1990, p. 60
My research confirms Weick’s observation. In each case, the change driver 
perceived or constructed the world in which he wished to bring about change as one 
that was problematic (i.e. as a world in which things were going wrong, about to go 
wrong or, at best, were capable of significant improvement). Theirs was an action
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frame of reference within which the action was incumbent upon themselves. But the 
worlds that they perceived or constructed did not exist solely within the boundaries 
that they assigned to them being subject to the impact of events having their origins 
outside those boundaries. Each director’s perception of the boundaries to his 
change project was personal and, therefore different. Similarly, therefore, each 
director’s reactions and responses to discrepant events of external origin were also 
partly determined by the degree to which his personal focus was turned inwardly 
towards himself, his project, his status, role and responsibilities within his 
organisation, or outwardly towards his colleagues, the teams of which he was a 
member and the broader organisation within which change was taking place. They 
were also likely to be influenced to a significant degree by the contextual perspective 
in which he held the process of change. Was it one that was internal to the 
organisation of which he was a member or did it extend externally to include the 
wider industry, market and society within which the organisation was located?
I wish to conclude this section by exploring this suggestion and its implications 
somewhat further.
I have referred to the sense of isolation experienced by the researcher who employs 
the methods of heuristic inquiry. This was also reflected during the interviews with 
the change driver directors themselves. To some extent at least it is likely that this 
sensation was the consequence of transference, but from whom to whom such 
transference was made, the total involvement (immersion) of the researcher in the 
study makes it impossible to identify. Their boardroom colleagues did not 
necessarily share the directors' sense of the urgent need for change. Those who 
viewed change as something that was being forced upon them by the change drivers 
either actively resisted it or, more passively, did little to support its progress. While, 
at the same time, the tendency of the change drivers to manage the change process 
by defining it as a clearly bounded project, had the effect of differentiating it from 
‘business as usual’ activities, further separating the change driver and his change 
from the ongoing aspects of organisational life.
Lines (2003) demonstrates how attaining the role of director involves, ‘surfacing 
through the organisational membrane” by:
• Meeting the expectations of the corporation’s constituents
• Demonstrating consistently sound business and political judgement and 
sensemaking
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• Presenting a ‘self that is corporately acceptable
Taken together, these factors provide the director with both visibility (they are 
powerful) and exposure (they are vulnerable). Thus while their bold actions may be 
adaptive they are also high risk, since the likely consequence of failure is loss of 
office.
Lines suggests the paradox that those who become directors are driven by a desire 
to make things happen and that by doing so successfully, they rise to the ‘top’. But 
being at the top also encourages preservation of the status quo not only on the part 
of oneself but also on the part of one’s colleagues. The change driver director is, 
therefore, one who maintains a wish to make things happen in a context where he is 
both highly visible and, being exposed, highly vulnerable. If he succeeds he will, by 
definition, undermine the status quo, while if he fails, his fall is inevitable. Therefore, 
the change driver operates in an arena of significant personal vulnerability and threat.
Lines’ research also confirms the sense of director personal isolation that I identified 
in the nine change drivers, and which I myself felt in the process of conducting a 
heuristic inquiry into their experiences.
Carlton Rode described in a conversation outside the research process how he had 
been provided with a sounding board resource by his Chief Executive when he was 
first appointed to the position of director. The Chief Executive had retained the 
services of an “industrial psychologist without portfolio”, who was engaged for one 
day a week to be available to any director who might need someone to talk to. There 
were no agendas to these meetings, but Carlton commented on how enormously 
useful he had found them, adding that he found our regular meetings to discuss his 
organisational change similarly helpful in that it required him to take time out and to 
stop and think about precisely what it was that he was doing.
At this point, I wish to reflect further on the nature of heuristic inquiry. The fact that 
the method involves the exploration of an issue or question, “that has been a 
personal challenge and puzzlement in the search to understand one’s self and the 
world in which one lives” (Moustakas, 1990, p. 15) means that the process is 
autobiographical, being openly concerned with the potentially transformative effect of 
the research upon the researcher. Moustakas defends this position stating that the 
“heuristic process is autobiographic, yet with virtually every question that matters
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personally there is a social -  and perhaps universal -  significance”. Hiles (2002) 
goes further, arguing that such, “ transpersonal inquiry is no less scientific, or 
empirical, than any other area of inquiry, but the empirical data may be different, as 
they take the form of subjective experience, discernment and direct knowing etc.”
The challenge to the heuristic researcher is to take this subjective experience and 
render it as meaningful and accessible to others as it has been to himself. The 
experience of conducting this research over a number of years (somewhat more 
years than I had originally intended) has been extremely demanding and on some 
occasions a very lonely one. While this was not unexpected, having been clearly 
anticipated by Moustakas and others, it also strongly echoes the experiences of the 
change drivers in the study and my own experiences as a director in a large 
corporation. It is consistent with Bowers Gifford’s observation about feeling, “in 
charge though not in control. ”
Social workers and therapists experience taking on the feelings and emotions of the 
clients with whom they interact and attempt to dissipate the negative emotions and 
energies that they absorb through the process of regular supervision with a senior 
colleague. Many of the studies reported by Moustakas were located in hospital, 
social service or other therapeutic settings. I note also that Gilbert’s readings on the 
“Emotional Nature of Qualitative Research,” (2001) are in the main similarly located. 
These settings provide a supportive community within which the qualitative 
researcher may embark upon what may at times prove to be a frightening and 
occasionally dangerous personal journey, in which through dialogue with others, he 
or she may discover or experience aspects of him or herself that are uncomfortable, 
disturbing or distasteful. I was warned several times by my supervisor that I was 
likely to experience my own, ‘dark night of the soul’ during the course of my research 
and, indeed, this turned out to be the case, although this would not necessarily have 
been a phrase that would have spontaneously occurred to me to describe this aspect 
of my own experience of my research journey. (F. Scott Fitzgerald, “In the real dark 
night of the soul it is always three o’clock in the morning”, The Crack-up, 1945).
A consistent theme throughout this thesis has been the differences between the 
experience of employing normative or positivist methods and those of qualitative 
research. But one aspect of both approaches, paradigm even, is their location within 
a wider research community. My earlier research efforts had always been as a 
member of a research team, whether as part of an operational research project, a
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business school research group, or a team member engaged in commissioned action 
research. Doctoral research is necessarily different, to the extent that its requirement 
for original research must be met.
On reflection, I believe that I have taken this requirement too literally, regarding this 
study as a solo venture, involving myself in the community of which both I and the 
directors who are the subjects of my study are members, but failing to fully engage 
with other researchers as much as I might and especially with those who had greater 
familiarity and, therefore, comfort with qualitative research methods than I. In the 
early phases of the research, I have described how I presented several papers at 
conferences and benefited greatly from the discussion and challenge that these 
provoked. But the stage of immersion in the data and incubation coincided with a 
period of introspection, self-searching and sensemaking brought about by 
circumstances from beyond the context of the research itself, just as similarly 
discrepant events imposed themselves upon the change drivers and their changes.
McLean, Sims, Mangham and Tuffield (1982) describe how after immersing 
themselves in the data, the members of the research team conducting an 
investigation of organisation development in practice would meet to brainstorm ideas 
about significant points in the data, critiquing the ideas that were generated 
developing and building theories and models around them. They describe how 
individual team members then took these emergent categories away and worked with 
them in ways that seemed important to them, returning to attempt to organise their 
findings in debate with one another in order to try to make overall sense of the 
research categories that they were employing. I now feel acutely the absence of 
such a process of dialogue, joint critiquing and challenge and more especially, 
mutual support in my own research.
I am both relieved and somewhat concerned to realise that these experiences are by 
no means unusual and that they may be the common currency of qualitative research 
methodologies of various kinds. Marshall (1995) vividly describes how during the 
later stages of writing her study of women moving on from their positions as 
managers in organisations she became, “flooded with a myriad of impressions, both 
received from other people and my own that I had carefully noted and I became 
rather bogged down. ...In the later stages I began to feel like an amalgamated 
version of the research participants’ accounts of tiredness. I was beavering away 
inside the project, but became concerned that I had lost my sense of perspective. I
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had set aside all the life activities I could, to give the writing priority. But my life 
became flat and dull, and this affected my writing. ”
I would argue now that the director change driver and the qualitative researcher 
would be well advised to seek the benefit of the support of someone who is familiar 
with the kinds of change that he is endeavouring to bring about, or research process 
upon which he is engaged and who can reflect to them a wider contextual 
perspective than their passion and belief may allow them to permit themselves. Such 
a resource might help them to ensure that their personal focus does not become so 
inward facing that they become dangerously vulnerable to the personal impact of 
discrepant events originating from without the boundaries they have constructed for 
their change or for their research. Bowers Gifford performed precisely such a role in 
relation to his chief executive during the process of downsizing in which they were 
both engaged. Ramsey Mereside played a similar role when he moved from the role 
of Chief Executive of the Energy Company to that of Vice President, Organisation 
Development and Human Resources in the company that had acquired it. Both of 
them now provide this role in a consultancy capacity to other directors.
As a researcher, I am sure now that I would have benefited from having regular 
contact with such a resource, acting partly as sounding board and partly as 
supervisor, not in the academic sense, but in the way that this role is undertaken in a 
social work or therapeutic setting. I feel that this is almost certainly a necessary 
requirement when undertaking research using the methods of heuristic inquiry that 
involve such an intensive process of indwelling and self-searching in order to access 
and make sense of tacit knowledge.
I regularly discussed the experience of undertaking the research with two of my 
fellow students over the course of my and their studies and this dialogue was of 
immense value to me. The faculty of the Human Potential Research Group also 
endeavoured to establish a process of joint supervision and regular exchanges 
between the doctoral students who were pursuing research within the Group. But 
these meetings and exchanges were irregular and did not have a consistent 
membership. As a consequence, they necessitated a regular re-stating of the 
research question and the methodology employed rather than engaging directly with 
substantive issues of the research itself.
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I could and should have engaged much more regularly with my supervisor. However,
I saw the research and the methods of heuristic inquiry as involving me in my own 
sensemaking journey and tended, probably erroneously, not to see him as having a 
role in assisting me through the darker personal experiences of the research 
process.
As it is for the change drivers, I believe that such a role is essential for the researcher 
engaged in heuristic inquiry. However, as I was drawing these reflections on my 
research process to a conclusion, I read a paper that sounds a timely warning in 
relation to the role of confidant. Sulkowicz (2004) observes that, indeed many 
business leaders are isolated and insulated from the truth by the structures, 
processes and gatekeepers that surround them. An understandable reaction is to 
develop a. close relationship with a trusted advisor or colleague. But such 
relationships are not always healthy and may indeed be destructive if they are 
provided by (a) reflectors who play to narcissistic needs on the part of the director for 
admiration and affirmation, without the counterbalance of honest, constructive 
criticism or by (b) insulators who provides a buffer between the director and the rest 
of the organisation, like the mother of the child of an abusive father, apologising and 
smoothing and in so doing perpetuating the negative pattern, or finally by (c) the 
usurper who surreptitiously takes on the role and authority of the director without his 
responsibilities.
Who then should provide such a role? The growth in mentoring and coaching 
relationships at all organisational levels has been marked in the past few years and 
the moves towards accreditation and regulation of practitioners in this field is to be 
welcomed if Sulkowicz’ concerns are to be addressed and so that they may function 
as the trusted advisors that are needed. But entry to the community of the visible 
and vulnerable director is not necessarily easy. The very qualities of accreditation 
and regulation by those who are not themselves members of the somewhat closed 
community of which the director is a member are likely to confirm to the director that 
he or she is “not one of us. ” Perhaps this is a distinctive and key role that a senior, 
non-executive director should be encouraged to fulfil and be provided with the 
appropriate training and development to provide. However, it could be argued that 
the non-executive director is in place to protect the interests of the shareholders 
rather than the well being of the executive director. An alternative view might be that 
in fulfilling the one role the non-executive director would be helping to fulfil the other.
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It seems to be another fact that ho man can come to know himself except 
as an outcome of disclosing himself to another person...When a person 
has been able to disclose himself utterly to another person, he learns how 
to increase his contact with his real self
Jourard, 1971 P.9
10. (iii) Implications
Since heuristic inquiry utilizes qualitative methodology in arriving at themes 
and essences of experience, validity in heuristics is not a quantitative 
measurement that can be determined by correlations or statistics, the 
question of validity is one of meaning
Moustakas, 1990, p.32
The observation is sometimes made that to be ‘at the top’ is to be lonely. The 
responsibilities of directors are considerable and the role is, as Lines (2003) has 
demonstrated is characterised by its visibility on the one hand and its exposed nature 
on the other. However, the present study has highlighted further characteristics that 
would appear to emphasise the lonely, isolated nature of the role as it relates to the 
driving of processes of significant organisational change.
In order to make sense of the change process for themselves and for others, the 
majority of directors who participated in this study tended to present their change as 
a discrete project that could be described in finite terms within a framework of 
bounded rationality and as an ‘entity* which could be brought under control. Change 
was seen not so much as a flow process that was ongoing and forever, but rather as 
something with the characteristics of an event, bridging the current status quo that 
would enable the organisation to progress to a higher level of effectiveness once the 
change is complete. In this sense, change is something that can be distinguished 
from the normal circumstances of ‘business as usual*, to which the organisation will 
in some way return once the change is over. Thinking of change in this way enables 
it and the processes employed in its management to be addressed in terms of well - 
developed, formalised models and techniques that may be applied enabling its 
success or otherwise to be determined against standards against which to measure 
the outcomes that are achieved.
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But it has been shown that organisational change can be seen as having the 
potential to occur simultaneously at different levels, each of which requires 
qualitatively different approaches to the way in which it is managed and 
communicated. The director is required to be able to manage and communicate 
change in ways that involve conveying meaning in ‘binary’, analogue and metaphoric 
terms to different stakeholders at one and the same time.
Operating in this way also appears to contribute to a narrowing of perspective arising 
from a tendency to focus on the change project and a consequent loss of attention to 
issues that are ‘peripheral’ to it. Such issues may include the power relationships 
that exist within the organisation, the director's family and personal health. But they 
may also include an inhibition of the director’s ability to anticipate or to manage the 
impact of events that are discrepant with the aims and objectives of the change 
project. Such events arise continuously within the broader environmental context 
within which the organisation and the change project are situated.
This study of nine directors engaged in such processes suggests that the capacity of 
the director change driver to respond to such discrepant events may also be a 
function of the extent to which his (or her, though no women directors were included 
in the study) personal focus is directed inwardly, so that his identification with the 
project is expressed in personal or egocentric .terms, or outwardly, so that the change 
process is seen as something to which he is but one of many contributors, albeit a 
key one. The key word in relation to such outward personal focus is indeed 
‘contribution’ as opposed to ‘control’.
The study also suggests that the change driver director’s contextual perspective is 
also likely to impact the manner in which he anticipates or responds to discrepant 
events that impinge upon the change process. The more the director’s contextual 
perspective is internal, bounded by the project and by the organisation within which it 
is located, the more the director is likely to respond to discrepant events with shock 
or surprise.
Further, it is argued that, taken together, the processes and structures associated 
with the role of director tend to push the incumbent of such roles towards personal 
and organisational isolation. This tendency is aggravated by the combination of 
visibility and exposure that Lines (2003) associates with the director’s role and is 
compounded during times of significant organisational change by a reductionist
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tendency to attempt to render the change process both manageable and sensible by 
construing it as a discrete project, separated from the day-to-day business of the 
organisation to which it is applied. When such tendencies are combined with an 
inward personal focus together with an internal contextual perspective the role of 
director and change driver is one that would appear to be characterised by a very 
high level of personal risk. The effective management of such risk, it is suggested, is 
likely to require the support, facilitation or intervention of an independent, third party 
resource.
The recent growth and popularity of mentoring and coaching processes in support of 
managers is, therefore, to be welcomed. However, the tacit assumption (revealed by 
earlier research into the learning needs and experiences of directors) that there is a 
relevant body of knowledge ‘out there’ that can be acquired and that will enable 
managers and directors to do what they have to do more effectively. One of the 
things that they may be required to do is to cause organisational change to be 
managed effectively. But this study suggests that as important as it is for a director 
to come to know how to drive the change process within an organisation, it is equally 
important for him to develop an understanding of, and come to terms with, what they 
wish to be in relation to the wider contexts within which they undertake their role.
In providing the kind of facilitative support that is required, the third party resource will 
need to be able to bridge the systems rationality that is characteristic of management 
theory and practice and the more ‘humanistic’ approaches that are associated with 
‘new paradigm’ approaches, joining the director in his or her world as a respected 
partner. A major challenge here, it seems to me, will be for such third parties to gain 
entry to the somewhat isolated world of the director such that the director and the 
mentor or facilitator may form a partnership that is based on mutual trust and a 
relationship that is personal, rather than one that is solely that of the consultant, 
professional advisor or therapist.
The development of the kind of support resource that is indicated requires further 
research, evaluation and consideration by directors, practitioners and researchers. It 
may be that present models of coaching and mentoring may prove to appropriate or 
adequate to meet the kinds of need that have been identified. But whatever emerges, 
the experience of undertaking the present inquiry suggests to me that the kind of 
support that is provided must
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(a) be able to facilitate the director’s experience of the organisational change 
process in terms that are meaningful in relation to the role of director as a 
change driver in pursuit of the successful achievement of clearly stated, 
rationally planned objectives.
(b) Prepare and facilitate the director in coming to terms with the personal 
impact of discrepant events that inevitably arise in the wider context and field 
within which the change endeavour is being pursued.
Access to such a resource oh the part of the nine directors was not apparent during 
the period of my study, though Carlton Rode mentioned its having been very valuable 
to him earlier in his career and Acton Trussell commented that he had been offered 
such support after losing his position as finance director, but that he had been unable 
to make use of it effectively while in the state of shock that he experienced in the 
aftermath of losing his job.
The further exploration of these issues is planned as a joint exercise between the 
researcher and one of the directors who has participated in the present study. I 
would also kike to see these issues further researched by an interdisciplinary 
research group employing both analytical, explanatory and expressive approaches.
One of the most challenging tasks that I encountered in writing this thesis was 
undertaking the creative synthesis that forms chapter 9. It went through numerous 
drafts and revisions before it began to acquire a form that I felt I could share with my 
supervisor. Even when this stage was reached, I would suggest that my willingness 
to share was driven as much by a sense of frustration as of revelation. Moustakas 
comments that a creative synthesis in the context of heuristic inquiry, “usually takes 
the form of a narrative depiction utilizing verbatim material and examples, but it may 
be expressed as a poem, story, drawing, painting, or by some other creative form. ” 
(1990, p.32) .
I have no aspiration to capture the feelings associated with drawing this study to a 
conclusion in a painting or poem. But I do feel a need to capture the essence of what 
the end of this particular stage of my research journey means for me as some kind of 
personal validation, closure or acknowledgement. The requirement that I feel is for a 
format that is very brief and has a visual as well as a narrative impact.
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In my journal, I have made extensive use of visual images, sketches and mind maps 
(my preferred method of note taking).
The final step of this stage of my journey, therefore, will be to take down from the 
walls of my study, the many mind maps on which I have attempted to represent the 
data of my research and then to summarise the meanings that the research has for 
me and to celebrate its conclusion on a multi-coloured mind map of epic proportions.
10. (iv) Conclusions
In undertaking the journey represented by this research, I have crossed the bridges 
connecting the worlds of the practitioner, actor experient, and those of the 
researcher, spectator manipulator, on numerous occasions. I also believe that I have 
traversed those that exist between the traditional positivist, and the qualitative or new 
paradigm researcher. In crossing such bridges one runs the risk of never feeling 
quite at home in any one territory.
However, the metaphor of connections as bridges seems particularly appropriate to a 
study that explores the ways in which directors as change drivers make sense of the 
organisational transitions in which they engage. Weick argues that flows are the 
constants of sensemaking. The programmes and projects by means of which 
change drivers attempt to regulate and manage processes of organisational change 
are, “moments chopped out of continuous focus”. The different methods and 
frameworks adopted by researchers may be similarly regarded as being based upon 
extracted cues rather than as representations of the continuous flow, within which 
specific changes may be regarded as particular eddies.
Such chopping out enables both the practitioner and the researcher to treat the 
specific change as though it were an event that can be controlled, managed or 
studied through the application of expert knowledge and technique, whether gained 
through formal development and training, experience or from some combination of 
both.
However, the experiences of the nine change driver directors who are the subject of 
this study demonstrate that one consequence of extracting cues from their context is 
an increased risk that the change driver will lose touch with that context, even though
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such detachment may be fundamental to the process of sensemaking itself. By 
approaching processes of major organisational change in this way, change drivers 
render themselves more vulnerable to the surprises that Louis labels ‘discrepant 
events’. Such events may throw the change of course, render it irrelevant or require 
it to be totally reframed. The capacity of the change driver to cope personally with 
the impact of such events would appear to be a function of his ability to re-integrate 
the change project and the discrepant event with the broader context from which both 
have been extracted. Unless there is at least some level of re-integration the 
possibility of the impact of the event being experienced as dysfunctional or even 
catastrophic will be greatly enhanced.
Whether or not this occurs in any given organisational change process, the research 
demonstrates, is likely to be a function of the degree to which the personal focus of 
the change driver, or its student, is inwardly or outwardly directed, and to which his 
contextual perspective is internally bounded by the organisation itself or more broadly 
perceived as involving the much wider context at the point at which the discrepant 
event occurs. These are important determinants of the reaction of the change driver 
to the event and of the actions that he takes thereafter.
In the role of consultant-practitioner, I have been greatly influenced by the action 
frame of reference of structural functionalist sociologists, the action learning 
approach to management development of Revans (1971) and Argyris and Schôn’s 
ideas concerning organisational learning (1996) and action science (1985, Argyris, 
Putnam and McLain (1985).
Pointers from this study reinforce the views of Revans, Argyris and Schôn that 
suggest there is a requirement for closer links between practitioners and researchers 
at an operational level. More importantly the experiences of a majority of the nine 
change drivers as reflected in the stories that they recounted to the researcher over 
an extended period indicate that the absence of such integration may have serious 
dysfunctional consequences for the change driver personally and for the organisation 
in which he is endeavouring to bring the change about.
One of the ways in which we make sense of our situations is by focussing on cues 
extracted from the wider context within which these situations are located. We come 
to an understanding of the processes and levels involved in organisational change by 
analytically differentiating between them in the manner of social constructionists.
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This may help to impose a sense of order upon the seemingly chaotic, and structure 
upon the apparently unstructured and messy. But it is clear that it also renders us 
less sensitive to variations in the wider flow processes within which any particular 
change is located. We forget that a mess is itself, “a system of interacting problems, 
none of which can be formulated independently, let alone solved independently of all 
the other problems on which it impacts and which impact on it”. (Ackoff and Emery, 
1972).
The success or otherwise of an organisational change must not be measured solely 
in terms of the outcomes of particular change projects. This is the organisational 
equivalent of the argument that the surgery was successful, but unfortunately the 
patent died. The establishment of broader, more comprehensive measures will 
require a level of collaborative integration of the knowledge and experience of 
change drivers, consultant practitioners, traditional and new paradigm researchers 
and others, that is developed in new and as yet relatively unfamiliar ways.
Some steps in this direction have been made during the past thirty years by 
organisations such as Business in the Community and, in the areas of management 
learning and development, through the increasingly wide adoption of the methods 
and approaches of action learning and, at senior management and board levels 
through experiments such as those undertaken in conjunction with the London 
International Festival of Theatre. By taking directors and managers out of their 
familiar organisational situation and exposing them to issues that are characteristic of 
processes of meaning generation and sensemaking in radically different social 
contexts from those of their daily experience. These initiatives not only facilitate a 
constructive transfer of such processes between different milieu, just as importantly, 
from the perspective of this research, they also encourage a re-engaging with and a 
broadening of the directors’ and managers’ own contextual perspective (Handy 
1996).
Valuable though such initiatives are, they are too few and far between. They are of 
limited availability, primarily to the directors and managers of the large corporations 
that can afford to sponsor them, the major business schools and international 
consultancies that may regard them as exercises in good corporate citizenship and 
public relations. They need to be seen as, rather, the critical organisational learning 
opportunities that this study demonstrates they would provide to the directors and 
change drivers upon whom our economic future depends.
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Similarly, students of organisational change, while helping to increase levels of 
understanding of the complex processes involved in organisational change, would 
greatly facilitate the effectiveness with which such changes are realised by exploring 
areas of common ground that exist between themselves and practitioners and where 
they might jointly contribute to making organisational changes effective in as many 
dimensions as possible.
If, as Karl Weick has suggested, “sensemaking is about how to stay in touch with 
context”, then, whatever our particular area of specialist knowledge or expertise may 
be, all of us will benefit from exposure to the different kinds of illumination that 
different kinds of knowledge, experience and expertise may offer to help us to 
maintain our contact with and sensitivity to the particular contexts within which we 
operate.
Graham Robinson 
April 2004
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Appendix 1: Letters to Directors and Initial Interview
Schedule
Graham Robinson 
8 Pewley Hill,
Guildford,
Surrey GU1 3SQ, U.K.
Telephone 01483 566270 Facsimile 01483 573795 
E-mail: gmr@krguild.demon.co.uk
4th December 1996
PERSONAL AND CONFIDENTIAL
Dear
Some time ago I mentioned to you that I was initiating a research programme in 
conjunction with the Human Potential Research Group at the University of Surrey. 
The stimulus for this work came from the realisation that, while a great deal has been 
written on the impact of a decade of organisational downsizing, rightsizing, re­
engineering, culture change, etc., upon business organisations, and their managers 
and staff, virtually nothing has been written about the impact of such changes upon 
. “the drivers” of the changes themselves..
From comments made to me by a number of the directors of the organisations with 
which I have been working in a consultancy role, I conclude that the impact of 
change on the change drivers has been extremely varied. For example, several 
have commented to me on the pride that they feel in the turn-a-round that has been 
. accomplished as a consequence of the changes that they have initiated, but have 
then gone on to add that the personal cost to themselves has been considerable. 
Such costs • may" have been noted in the context of their home and family life 
(particularly where young children are involved) or in terms of not having felt able to 
give adequate thought to a rapidly approaching retirement. Others have shared with 
their staff a feeling of discomfort at having come through the trauma of change 
apparently unscathed, while long time colleagues and friends have gone on to 
pastures new, though not by their own choosing.
Others still, have commented on the transforming experience that the change 
process has provided, having discovered capabilities and capacities in themselves 
and their staff that none had realised that they possessed prior to embarking on the 
change. •
In general, the experiences that these people have described have been very 
different from those recounted in the many books adorning the business sections of 
airport bookshops. Their experiences have been more mixed, more energising and 
ultimately more human than those presented by the gurus and the biographers. At 
the same time, these experiences are rarely shared, notwithstanding the fact that
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they are powerful resources for learning and development, not only for the change 
drivers themselves, but also for the generation of managers and directors who will 
succeed them.
My research programme at Surrey University will involve a series of interviews with 
between eight and twelve directors and chief executives, taking place over a period 
of twelve to eighteen months. The interviews will concern changes in which the 
participating directors are involved and the impact that these changes have upon 
them at a personal level, in terms of their learning, their development and their 
experience.
I have discussed the thinking behind the research with a number of directors, senior 
civil servants and chief executives (including yourself) and asked if they would be 
interested in being involved in it. I have been enormously encouraged by the fact 
that nearly every person with whom I have discussed the project in these terms 
expressed a willingness to participate, subject to seeing a formal proposal and 
knowing just what commitment would be required from them, should they agree to be 
involved.
My purpose in writing to you now is formally to invite you to participate in the 
research programme and to provide you with a copy of a summary of the first phase 
of the programme and a statement of the requirements (in terms of time commitment 
etc.) The research process would involve a number of confidential, one to one 
discussions over a period of twelve to eighteen months, tracking your own 
experiences of change within your organisation.
The focus of attention of the research is the experiences of the individual directors 
involved in the management of change, it is not upon the change process itself nor is 
it directed to the organisations which they are changing. Such information, while 
important provides a background to the project rather than being centre stage.
The invitation to participate is, therefore, personal to you rather than to your 
organisation. Though, I fully appreciate that you may well wish to consult colleagues 
before coming to a decision. You may also wish to discuss the research with Dr Paul 
Tosey, who is supervising the programme from the University. I enclose his contact 
address and telephone number with this letter.
I would be extremely grateful if you would read the summary that accompanies this 
letter and decide whether or not you wish to participate in the research.
I will contact you shortly to learn your decision or if you would like to receive further 
information.
Yours sincerely,
Graham Robinson
Enclosures: 2
surrey/research.doc(11.96)
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Graham Robinson 
8 Pewley Hill,
Guildford,
Surrey GU1 3SQ, UK
Telephone 44 (0) 1483 566270 Facsimile 44 (0) 1483 573795 
E-mail gmr@krguild.demon.co.uk
“Change Drivers” Experiences of Change
A Research Programme to be undertaken by Graham Robinson 
with the Human Potential Research Group at the University of Surrey
Graham Robinson is a management and organisation development consultant with 
many years experience gained working with the directors and senior managers of 
organisations undergoing significant change in response to technological innovation, 
competitive pressure, market opportunities, acquisition etc. Independently of his 
consulting role he has joined the Human Potential Research Group at the University 
of Surrey in order to conduct research into the experiences of the “drivers” of such 
change of its consequences for themselves and their own, personal learning and 
development. Whilst there is a considerable and rapidly expanding body of 
knowledge and literature concerning the processes, methods and consequences 
associated with successful and unsuccessful business and organisational change, 
there is very little objective data concerning its impact, both positive and negative, 
upon the change drivers themselves.
In the course of his consultancy work in the past two or three years, Graham has 
worked with a number of Chief Executives and Directors who have described very 
mixed experiences of the change processes for which they have had responsibility. 
For example, some people have described the considerable satisfaction and 
exhilaration that they have experienced at witnessing the realisation of their business 
vision while regretting the cost to their personal and family life. Others, in contrast, 
have held that the maintenance of what they saw as an appropriate balance between 
their “work” and their “personal” life was a key factor in their ability to manage change 
successfully. Others still, have commented on their sense of discomfort at the costs 
associated with the changes which they describe as leaving them with a feeling not 
unlike that of a “survivor syndrome”.
In order to develop a better understanding of the processes and consequences 
involved in driving major change within an organisation, the first phase of the 
research will involve a series of confidential, one-to-one interviews by Graham 
Robinson with eight to twelve directors and senior managers involved in driving 
change within their organisations. The interviews will take place over a period of 
between twelve and eighteen months. Each interview will be of between one and 
one and a half hour’s duration at intervals of approximately ten weeks, with a 
maximum of five interviews with each change driver subject.
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The focus of the initial interviews will be concerned with the context of change and 
cover such issues as follow:
1. Biography
The role of the change driver in the organisation and 
how s/he comes to occupy it. Significant work and life 
experiences en route to the role. The part played by 
education and training, crucial experiences, significant 
others etc.
2. Area of change
The nature, origins and impact of particular changes
having an impact on the subject’s organisation and for 
which s/he has a major responsibility
3. Change objectives
- for the organisation
- personal
4. Perceived change benefits and costs
Assuming that the planned change is successful how 
are the anticipated benefits perceived by the change 
driver? What will the organisation be like when the 
change is accomplished? What will people be doing 
differently? How will they be effected? How will the 
change driver feel? Will there be any downside to the 
change? What will they be? How will they be 
managed? What will their consequences be for the 
driver of the change him or herself?
5. Change process
What methods are employed in making the change?
What resources are involved - internal and external?
Has the change driver and/or the organisation had 
previous experience of such processes? What is 
perceived to be the major advantages of such an 
approach? What disadvantages are there? What 
problems are anticipated?/encountered?
6. Research contract and negotiation of subsequent interview 
schedule
Agreeing the terms of the research relationship, 
feedback required by the subject, progress reports, 
interest in networking with other subjects, approvals 
required etc. Agreement to timings of subsequent 
interviews.
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The later interviews will be concerned with recording the interview 'subject’s 
experiences of the change process as it progresses, both from an organisational and 
a personal perspective. These interviews will cover both positive and negative 
aspects of the change and, perhaps most significantly, the personal learning 
associated with it.
All interviews will be in the strictest confidence, all outputs will be published 
anonymously (identifying neither the participants nor their organisation) and each 
interview subject will have the opportunity to review the data generated from their 
interviews prior to its inclusion in any research report.
The outputs from the research are likely to take a number of forms but will include:
1. A major research report forming part of an academic thesis
2. Articles in the business and change management press
3. Feedback reports providing comparative data and its interpretation to the 
participants in the research.
The opportunity may also exist, should the participating Directors and Chief 
Executives so wish, to attend progress review seminars/workshops as the research 
proceeds. The experience of a previous research programme studying the perceived 
learning and development needs of directors of British companies ** suggested that 
the networking opportunities provided by such reviews would have been found 
valuable by the participants.
The only cost to the interview subjects involved in their participation in this research 
will be the cost of their time.
It is planned that this research will commence early in 1997.
Graham Robinson 
November, 1996
** Developing Directors: The Learning Processes, Mumford, Robinson & 
Stradling, Department of Employment, © Crown Copyright, January 1987
Surrey/flyerl .doc (11.96)
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Change Drivers A Research Project with the
University of Surrey, Human Potential-Research Group
Initial Interview
Purpose
To describe the nature, aims and objectives of the research programme which are:
-  To study and record the experiences and their consequences of a number of 
Directors and Chief Executives who are concerned with “driving” major 
change processes, for their organisations - and for themselves. The objective 
is to develop understanding of the meaning/impact/consequences and 
learning involved in these processes for the Change Driver him or herself.
-  To describe the research methodology (based upon a participant 
observational and action/ethnographic approach) involving a series of semi- 
structured interviews to be conducted over a period of twelve to eighteen 
months.
-  To gather background and biographical data about the organisations and the 
individuals involved.
-  To agree “the contract” between the researcher and his co-researchers 
(- e.g. confidentiality; use of tape recorder, use of pseudonym’s etc.).
Rationale
While much has appeared in recent management literature on the subjects of 
organisational change management and its impact upon the “changed”, less has 
been written about the personal learning and experiences of those who make such 
change happen (before, during and following the change process). This is an 
important area of neglect especially as much that has been written about the 
consequences of change for the changed has been expressed in terms of crisis and 
survival.
The focus of the present research is, therefore, upon the driver of change rather than 
on the organisation or those who are “being changed”.
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CHANGE DRIVERS
The Organisation
Name
Location
1. Industrial Classification - Principal products:
2. Ownership:
3. Size Turnover:
No of employees:
Membership (where appropriate):
Organisation Structure
Sketch
Copy Provided? 
Annual Report? Date:
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CHANGE DRIVERS
Organisation (continued)
Changes
1. Most significant change(s) in the past 3-5 years:
2. Changes necessary:
3. Changes planned:
4. Change processes:
5. Changes Desired:
Name:
Date:
Location:
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BIOGRAPHICAL
1. Age:
2. Personal Data:
3. Time in current role:
4. Qualifications (Educational):
5. Qualifications (Professional):
Name:
Date:
Location:
382
Change Drivers
. 6. Summary CV:
Name:
Date:
Location:
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Key influences
(i) Work
Name:
Location
(ii) Non work
Personal Change Objectives
1. For the Organisation, the change(s) will have been successful if:
2. For myself, the change(s).will have been successful if:
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CHECKLIST PROMPTS
1. Major skills
2. Skill Acquisition Processes
3. Influences on Skill Acquisition
4. Preferred Approach
5. Vulnerabilities
6. Lessons from the past
surrey/intervwl ,doc(8.1.97)
Name:
Date:
Location:
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Appendix 2: Mind Maps
Change Drivers
In this Appendix, two sets of Mind Maps are provided. These were developed during 
the process of establishing themes and meta-categories during the “immersion” 
phase of the heuristic inquiry. They were then pasted round the walls of my office 
during the “incubation phase"
Appendix 2A contains maps of emergent themes and meta-categories derived from 
the recalled stories of each director.
Appendix 2B contains maps derived from the application of Elspeth Campbell’s CMM 
categories to the stories.
The combined maps provided the context for the subsequent development of the 
directors’ stories from the interview notes and transcripts that are contained in the 
Supplement to the thesis.
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2A Themes from the Data
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2B CMM Themes -  Derived from Elspeth Campbell - Systemic 
Practice/Social Constructionism
388
Im
pa
ct
 
of
 
g
lo
b
al
 c
h
a
n
g
e
s
TJ
ai
aaa
a
ai
FO 5
LL
SZ
Cû
a.
a
■a a
■a a
a
■a >> a
a
Q.
a
T3
a
ire
nt
 
CM
M 
Th
em
es
.m
m
p 
- 
24
/1
1/
03
 
- 
v9
#Si*
u.
01
o
TJ
03
O.
03
03
T3
C  03 —  =
LU LU =  Q
s i
CÛ
M M > |  CO 03
S 03
03
03
03
03
03
Bo
w
er
s 
CM
M 
Th
em
es
.m
m
p 
- 
24
/1
1/
03
 
- 
v8
CLa
en
•a
a
03
03
<D
03
T3
03
03
a. tu 03
03
□
>■
03
■a
03
ic
to
n'
s 
CM
M 
Th
em
es
.m
m
p 
- 
26
/1
1/
03
 
- 
v9
E
n
vi
ro
n
m
en
ta
l 
_ 
G
lo
ba
l 
M
ar
ke
t 
Fo
rg
es
 
Co
||a
 
of 
As
ia
 
p
ac
ifi
c
Q .
E
E
t/i<D
E<u
iS
sso
«
0 3
Q.
If! IMl
I I I
: l ; |
o:
SI
U)
a.
a
M
on
kt
on
 
CM
M 
Th
em
es
.m
m
p 
- 
24
/1
1/
03
 
- 
v9
En
vi
ro
nm
en
ta
l 
 ^
He
rita
ge
 
Ce
nt
re
s 
 
 
 
Gl
ob
al 
Ma
rke
t 
Ch
an
ge
s
03
CD s
> r
CO §
"3 o
03
03 3 cn
03 03 CO
2 E >
0) <0 C/D 03
vCL CD = ) X
V V
c0
13
DC
a
CO"O
c3
o
DO
alc
" a j<D
i oCL
15
c0
1 
I
0)
Ic
CD
E0)CTca
c
CO
od
03
2
3
CD
c 03 c
g 3 o
"co S 15o C/D £
X3 08 o
LU >
03
Co 1
2 O
od
§
O
_c
O
y
Dû
O
D
DC
O
s
8
c
D
o3
X2
3Oa
03
C
0
ÿ
CD
'S
DC
od
1 
■§ 
£
°?d)
DC
I
s
ta
dd
es
le
y 
Cl
in
to
n 
CM
M 
Th
em
es
.m
m
p 
- 
24
/1
1/
03
 
- 
v1
0
>»
R
am
se
y'
s 
CM
M 
Th
em
es
.m
m
p 
-1
4/
01
/0
3 
- 
v
ll
To 
Eu
ro
pe
?
E
n
vi
ro
n
m
e
n
ta
l 
_ 
Gl
ob
al
is
at
io
n 
of 
Co
m
pe
tit
io
n 
^
Al
to
n'
s 
CM
M 
Th
em
es
.m
m
p 
- 
24
/1
1/
03
 
- 
v1
2
Bibliography
Ackerman, L, 
(1986)
Ackoff, R.Land 
Emery, F.E., (1972)
Argyris, C.,(1977)
Argyris, C, & Schôn, 
D., (1974)
Argyris, C, & Schôn, 
D., (1996)
Argyris, C., Putman, 
R, and McLain 
Smith., (1985)
Argyris, C. &
Schôn, D.
(1978).
Argyris, C.,
(1991)
Argyris, C., (1976)
Argyris, C., (1974)
Argyris, C., (1994)
Atkinson, P., (1992) 
Bakan, D.,
(1966)
Baker, C., Wrest, J, 
Stern, P., (1992)
Barnard, C.,
(1938)
Barrett, R., (1998)
Change Drivers
“Development, Transition or Transformation: The Question of 
Change in Organizations”, OD Practitioner, 1986,18(4) 1-8
“On Purposeful Systems”, New York, Aldine-Atherton
‘Double Loop Learning in Organizations’, Harvard 
Business Review, September-October, 1977
“Theory in Practice: Increasing Professional Effectiveness”, 
Jossey-Bass, San Francisco
“Organisational Learning II”, Addison Wesley, Reading, 
Massachusetts
“Action Science: Concepts, Methods & Skills for Research and 
Intervention”, Jossey-Bass, San Francisco
‘Organisational learning: A theory of action perspective’. 
Reading, Mass., Addison-Wesley.
‘Teaching Smart People How to Learn’. Harvard business 
review, 69 (3), May/June, 99-109.
“Increasing Leadership Effectiveness”, Wiley-lnterscience, 
New York ,
‘Theory in Practice: Increasing Professional Effectiveness”, 
Jossey-Bass, San Francisco
“On Organizational Learning”, Blackwell Business, Oxford
‘Understanding Ethnographic Texts’, London, Sage 
‘The Duality of Human Existence’, Boston, Beacon 
Press
“Methods Slurring: the grounded theory/phenomenology 
example”, Journal of Advanced Nursing, 17
‘The functions of the executive’. Cambridge, Mass., Harvard 
University Press.
“Liberating the Corporate Soul”, Boston, Butterworth 
Heinemann
389
Change Drivers
Bartram ed. (1995),
Bartunek, J, & Moch, 
M., (1994)
Bartunek, J., 
Krim. R., 
Necochea, R. 
& Humphries, 
M. (1999)
‘Review of Personality Assessment Instruments (Level 
B) For Use in Occupational Settings, ’ Leicester, British 
Psychological Society,
“Third Order Change and the Western Mystical Tradition”, 
Journal of Organizational Change Management, Vol. 7.1 
pp24-41
‘Sensemaking, Sensegiving, and Leadership in Strategic 
Organisational Development In: J. Wagner, ed., Advances in 
qualitative organisational research. Greenwich, JAI Press, vol. 
2,37-71.
Bateson, G., (1973) “Steps To an Ecology of Mind”, London, Paladin
Beckhard, R., 
(1987)
Beckhard, R., (1969)
Beer, S., (1966)
Beer, S., (1975)
Bennis, W, Spreitzer 
& Cummings, Ed, 
(2001)
Bennis, W. and 
Biederman, P., 
(1997)
Bennis, W., &
Nanus, B., (1985)
Bennis, W., & 
Thomas, R., (2002)
Bennis, W., (1969)
Bennis, W., (1989) 
Berry, D., (1994)
Block, P., (1995)
‘Strategies for Large System Change’. In: E. Schein, ed., ‘The 
art of managing human resources. New York, Oxford 
University Press.
“Organization Development: Strategies and Models”, Addison- 
Wesley, Reading, Mass.
“Decision and Control”. “The Meaning of Operational 
Research and Management Cybernetics”, John Wiley & Sons, 
London
“Platform for Change”, John Wiley & Sons, London 
“The Future of Leadership”, Jossey-Bass, San Francisco
“Organizing Genius” Nicholas Brealey, London
“Leaders: The Strategies for Taking Charge”, New York, 
Harper & Row,
“Geeks and Geezers: How Era, Values and Defining Moments 
Shape Leaders”, Harvard Business School Press, Boston
“Organization Development: Its Nature, Origins and 
Prospects”, Addison-Wesley, Reading, Mass.
“Why Leaders Can’t Lead’, Jossey-Bass, San Francisco
“A Sense of Community” \n Transformation, Issue 3, Gemini 
Consulting
Forward to, “Consultant’s Journey”, Roger Harrison, London, 
McGraw-Hill, pp.ix-xii
390
Change Drivers
Boje, D. 
(1998)
Boje, D.M.
(2001)
Boje, D.M. and 
Dennehy, R.F., 
(1993)
Braud, W. and 
Anderson,
(1998)
Bridges, W.,
(1995)
Briggs Myers, I. and 
Myers, P. (1980)
Briskin, A., (1998)
Bullock, R, Little, M 
and Millham, S., 
(1992)
Burns, T, and 
Stalker, G.M., (1962)
Buzan, T. (1993)
Campbell, E.,
(2002)
Capra, F., (1973) 
Capra, F., (1982)
Capra, F., (1996)
Cartzon, J., (1987)
Castaneda, C., 
(1971)
Chomsky, N. 
(1975)
‘The Postmodern Turn From Stories-as-Objects to Stories-in 
Context Methods’. Research Methods Forum, (3), Fall 1998. 
http://www.aom.pace.edu/rmd/1998 forum postmoder 
stories.htm!
‘Narrative Methods for Organizational and 
Communications’, London, Sage
‘Managing in the Postmodern World: America’s 
Revolution against Exploitation’, Dubuque, Kendall-Hunt
Transpersonal Research Methods for the Social 
Sciences: Honoring Human Experience’, Newbury Park, 
Sage
‘Managing Transitions’, London, Nicholas Brealey
‘The Myers-Briggs Type Indicator’, Palo Alto, The 
Consulting Psychologists Press, Inc.
“The Stirring of Soul in the Workplace”, San Francisco, 
Berrett Kohler,
“The Relationship between Quantitative and Qualitative 
approaches in social policy research”, in, “Mixing Methods: 
Qualitative and Quantitative Research”, Ed. Brannen, J, 
Avebury, Aldershot, p.85
“The Management of Innovation” London, Tavistock 
Publications
The Mind Map Book’, London, BBC Books
‘An account of interviews exploring the contextual 
resources and practices which enable managers to 
influence change effectively’, Unpublished MSc. Thesis 
in Systemic Management
“The Tao of Physics”, 2nd edition, London, Flamingo
“The Turning Point, Science, Society & The Rising Culture”, 
Wildwood House, London
“The Web of Life”, Harper Collins, London
“Moments of Truth”, Cambridge Massachusetts, Ballinger
“A Separate Reality”, London, Penguin Books
‘Reflections on Language’. New York, Pantheon Books.
391
Change Drivers
Churchill L  and 
Churchill, S., (1982)
Churchman, C.W., 
(1971)
Coffey, A. and 
Atkinson, P. (1996)
Cohn, N.R.C., 
(1957)
Constable, J., (1987)
Coulson-Thomas,
C., (1993)
Critchley, W., (1995)
Cronen, V.E. 
and Lang, P. 
(1996)
Dalton, K., (1993)
Dalton, M., (1959) 
Davies, R., (1992)
‘Storytelling in Medical Arenas’ quoted by Gilbert, 2001 in, 
“The Emotional Nature of Qualitative Research”, Sage, p. 64).
“The Design of Inquiring Systems”, New York, Basic Books
‘Making Sense of Qualitative Data’, London, Sage
“The Pursuit of the Millennium: Revolutionary Millenarians and 
Mystical Anarchists of the Middle Ages”, London, Seeker and 
Warburg
“The Making of Managers”, London, British Institute of 
Management
“Developing Directors: Building an Effective Boardroom 
Team”, Maidenhead, McGraw Hill
Unpublished monograph, AMED R&D Conference, Sundridge 
Park.
‘Circular Questions in Communication Research and 
Practice’ from ‘Circular Questions and Coordinated 
Management of Meaning Theory’, Unpublished paper 
presented at the International Communication 
Association, Annual Convention, loaned by Elspeth 
Campbell
“The Performance of Narrative and Self in Conversational 
Storytelling: a multi disciplinary approach”, Unpublished PhD 
Thesis, University of Bath
“Men Who Manage,” New York, John Wiley
“The Team Management Index: Test Manual and Guide”,
IMS Development International Limited,
De Geus, A., (1997) “The Living Company”, London, Nicholas Brealey Publishing
“Corporate Cultures”, Addison-Wesley, Reading, Mass.Deal, T, and 
Kennedy, A., (1982)
Dilts.R,
Grinder,
Bandler, De 
Lozier, (1978)
Douglass, B, and 
Moustakas, C., 
(1985)
“Nero-Linguistic Programming Volume 1: The Study of 
the Structure of Subjective Experience”, Meta 
Publications,
“Heuristic Inquiry: The Internal Search to Know”, Journal of 
Humanistic Psychology. 25.3, p.39-55
392
Change Drivers
Douglas, C.,
(1998)
Dunn & Swierczek., 
(1988)
‘From Surviving to Thriving: Black Women Managers in 
Britain’, unpublished PhD Thesis, University of Bath,
1998
“Planned Organizational Change: Toward Grounded Theory”, 
Journal of Applied Behavioural Science, Vol. 132
Emery, F.E., (1969) “Systems Thinking”, Penguin Books, London
Fink, S, Beak, J and 
Taddeo, K., (1971)
Fisher, D, and 
Torbert, W., (1995)
“Organizational Crisis and Change”, Journal of Applied 
Behavioural Science, 7, 15 pp. 15-37
“Personal and Organizational Transformations”, McGraw-Hill, 
London
Frankel, V.E., (1964) “Man’s Search for Meaning”, Hodder & Stoughton, London
Frick, W.B., 
(1990)
Gabriel, Y., (1998)
Galbraith, J, Lawler, 
E and Associates 
(1993)
Galbraith, J., (1977)
Galbraith, J., (1995)
Galbraith, J.R., 
(2000)
Garratt, R., (1996)
Garratt, R., (2000)
Gergen, K.J.
(1999)
Gergen, K.J. 
and Gergen,
M.M. (1998)
Gergen, K.J., (1994)
Ghosal, S, Bartlett, 
C, and Moran, P., 
(1999)
‘The symbolic growth experience: A chronicle of 
heuristic inquiry and a quest for synthesis’, Journal of 
Humanistic Psychology, 30, 64-80”]
“Same Old Story or Changing Stories? Folkloric, Modem and 
Post Modem Mutations”,An Grant, Keenoy & Oswick, Eds. 
“Discourse and Organisation”, Sage, London
“Organizing for the Future”, San Francisco, Jossey Bass
“Organization Design”, Reading, Addison Wesley
“Designing Organizations”, San Francisco, Jossey Bass
“Designing the Global Corporation”, Jossey-Bass, San 
Francisco
“The Fish Rots From The Head”, London, Harper Collins 
Business
‘Directors’, London, AMED and The Institute of Directors 
'An Invitation to Social Construction’, London, Sage
From Theory to Reflexivity in Research Practice’, in 
McNamee, S. and Gergen, K.J. (Eds.) ‘Relational 
Responsibility’Thousand Oaks, Ca., Sage
“Realities and Relationships: Soundings in Social 
Construction”, Cambridge, Mas. Harvard University Press
“A New Manifesto for Management”, Sloan Management 
Review, Vol.40, 3. pp.9-20
393
Change Drivers
Gilbert and 
Mulkay, (1984)
In, ‘Discourse Analysis and Social Psychology’, ed. 
Potter and Weatherall, London, Sage
Gilbert, K, ed, (2001) “The Emotional Nature of Qualitative Research”, CRC Press,
Boca Raton
Glaser, B, and “The Discovery of Grounded Theory: Strategies for Qualitive
Strauss, A., (1967) Research”, Chicago, The Aldine Press
Glesnin and 
Peslikin, (1992)
Gold, J.,
Holman, D. 
and Thorpe,
R., (1999)
Goldthorpe, J., 
(1968)
Goleman, D. 
(1996)
Gouillart, F. J and 
Kelly, J.N., (1995)
“Becoming a Qualitative Researcher”, Longman, New York
‘The Manager as A Critical Reflective Practitioner: 
Uncovering Arguments at Work’, Lancaster, CMS 
Conference, Management Education and Learning
“The Affluent Worker”, London, Cambridge University Press
‘Emotional Intelligence’, London, Bloomsbury Publishing
“Transforming the Organisation”, New York, McGraw Hill
Greenfield S., (1997) “The Human Brain”, London, Weidenfeld & Nicolson
Habermas, J., 
(1984)
Hamel, G, and 
Prahalad, C.K., 
(1994)
Hammer, M. and 
Champy, J., (1993)
Handy, C. (1997)
Handy, C„ (1987)
‘The Theory of Communicative Acton, vol. 1: Reason and the 
Rationalisation of Society’, London, Heinemann
“Competing for the Future”, Harvard Business School Press, 
Boston
“Re-engineering the Corporation”, London, Harper Collins
‘The Hungry Spirit’, London, Arrow Books
“The Making of British Managers”, Sheffield, The Manpower 
Services Commission
Handy, C., (1996) “The Search for Meaning”, London, Lemos & Crane
Harrison, R., (1995 
1)
“The Collected Papers of Roger Hanson”, McGraw-Hill, 
Maidenhead
394
Change Drivers
Harrison, R., (1995 - 
2)
Harvey-Jones, J., 
(1988)
Herzberg, F., 
Mausner, B, and 
Syndeman, (1959)
Mersey & 
Blanchard., (1977)
Miles, D.
(2002)
Hofstede, G. (1991) 
Hofstede, G., (1980)
Honey, P. and 
Mumford A., (1982)
Hoy, J. and 
Robinson, G. 
(1999)
Hurst, O.K., (1995)
Isenberg, D.J. 
(1986),
James, O., (2002)
Jarvis, P., (1999)
Jourard, S., (1971)
Kawasaki, G., 
(1991)
Kets de Vries, F.R., 
(1995)
Kets de Vries, M, 
and Miller, D., 
(1984)
“Consultant’s Journey, McGraw-Hill, 
Maidenhead
“Making it Happen”, Collins, London
“The Motivation to Work”, John-Wiley & Sons, New York
“Management and Organizational Behaviour*’, Prentice-Hall
‘Narrative and Heuristic Approaches to Transpersonal 
Research and Practice’, London, Paper presented to 
CCPE conference
‘Cultures and Organizations’, London, Harper Collins
“Culture’s Consequences: International Differences in Work 
Related Values” Beverley Hills, Sage Publications
“The Manual of Learning Styles”, Maidenhead, Peter Honey 
Publications
“Shadows and Light:. Paradoxes of Organisational and 
Personal Development”, Kanuga, North Carolina. IODA
“Crisis & Renewal: Meeting the Challenge of Organizational 
Change”, Harvard Business School Press, Boston
‘The structure and process of understanding:
Implications for managerial action’. In Sims and Gioia 
(Eds.), ‘The Thinking Organisation’, pp 238-262, Jossey 
Bass.
“TheyF*** You Up”, Bloomsbury Publishing, London 
“Paradoxes of Learning”, London, Jossey Bass 
“The Transparent Self’, Van Nostrand,
“Selling The Dream”, Harper Collins, New York
“Life and Death in the Executive Fast Lane: Essays on 
Irrational Organizations and their Leaders”, Jossey-Bass, San 
Francisco
“The Neurotic Organisation”, Jossey-Bass, San Francisco
395
Change Drivers
Kets de Vries, M., 
(2001)
Kets de Vries, 
M.E.R., (1995)
Kilmann, R, Colvin 
T.J., (1998)
Kolb, D, Irwin R, and 
McIntyre J., (1971 -
D
Kolb, D, Irwin R, and 
McIntyre J., (1971 - 
2)
Kolb, D., (1985)
Krueger,
(1994)
Langellier, K. 
M. (1989)
Lawrence, P.R. and 
Lorsch, J.W., (1969)
Leach E., (1976)
Lewin, K., (1947)
Likert, R., (1961) 
Lines, D. P., (1999)
Lines, O.P., (2003)
Lockwood, D., 
(1958)
“The Leadership Mystique", Prentice Hall, London
“Life and Death in the Executive Fast Line, San Francisco, 
Jossey Bass
“Corporate Transformation” San Francisco, Jossey Bass
“Organizational Psychology”, Englewood Cliffs, Prentice Hall
“Organizational Psychology: An Experiential Approach”, 
Englewood Cliffs, Prentice Hall
“Experiential Learning: Experience as the Source of Learning 
and Development”, Englewood Cliffs, Prentice Hall
‘Focus Groups: A Practical Guide for Applied Research’, 
London, Sage
Personal Narratives: Perspectives On Theory and 
Research’, Text and Performance Quarterly, 9.4 Oct 
1989
“Developing Organizations: Diagnosis and Action”, Reading, 
Addison Wesley
“Culture and Communication”, New York, Cambridge 
University Press
“Group Decision and Social Change” New York, in “Readings 
in Social Psychology”, ed. Newcomb and Hartley; New York, 
Holt, Reinhart and Winston
“New Patters of Management”, McGraw-Hill, New York
“Developing Directors”, Personal conversations on Lines' 
Research
“A grounded theory study of how individuals work their way 
towards the executive company director position: Balancing 
visibility and exposure within UK Corporations”, unpublished 
PhD Thesis, University of Surrey
“The Blackcoated Worker*’, London, George Allen and Unwin
396
Change Drivers
Louis, M., (1980) “Surprise and sensemaking, what newcomers experience in
entering unfamiiiar organisational settings", Administrative 
Science Quarterly, 25.pp.226-281
Luria, A., (1971) “The Working Brain: An Introduction to Neuropsychology”,
Allen Lane, the Penguin Press, London
Mair, , (1990) ‘Telling Psychological Tales’, International Journal of
Personal Construct Psychology, 3. pp. 121-135
Mangham, I., ‘The Doing of Management’, Oxford, Basil Blackwell
and Pye, A.,
(1991)
Mannheim, K., (1936 “Ideology and Utopia”, London, Routledge, quoted in Jarvis P. 
and 1960, 1999) “Paradoxes of Learning”, London, Jossey Bass
Margerison, C, and Team Management Systems’, IMS Development
Mcann, R, (1992) International Ltd, York.
Marshall, J., (1995) “Women Managers, Moving On”, Routledge, London
McGregor, D., “The Human Side of Enterprise”, McGraw-Hill, New York
(1960)
McLean, S.D., “Organisation Development in Transition: Evidence of an
Mangham, I, and Evolving Profession”, Chichester, John Wiley
Tuffield., (1982)
McLellan, S., (1984) “The Coming Computer Industry Shakeout: Winners, Losers
and Survivors”, New York, John Wiley
Merton, R.K., (1957) “Social Theory and Social Structure”, Glencoe, The Free
Press
Miller, E, and Rice, “Systems of Organization”, Tavistock, London
A., (1967)
MindManager ‘MindManager’ PC Software, www.mindmanager.com
(1999)
Mitroff, I & Kilmann, “Corporate Tragedies”, Praeger, New York
R., (1994)
Mitroff, I, and “Methodological Approaches to Social Science”, in “Human
Kilmann, R., (1978) Inquiry”, Reason and Rowan, pp.43-51, john Wiley, London
Mitroff, I, and “The Unbounded Mind”, Oxford University Press, Oxford
Linstone, H., (1993)
Mitroff, I. and “A Spiritual Audit of Corporate America”, San Francisco,
Denton, E. (1999) Jossey Bass,
397
Change Drivers
Mitroff, I., (1983)
Moore, M & Gergen, 
P., (1988)
Moran, D., (2000)
Moss Kanter, R., 
(1977/1993)
Moss Kanter, R., 
(1983)
Moss Kanter, R., 
Stein, B., and Jick, 
T, (1992)
Moustakas, C. 
(2001)
Moustakas, C., 
(1990)
Moustakas, C., 
(1994)
Mumford A., (1998)
Mumford, A, Honey 
P, and Robinson G., 
(1990)
Mumford, A, 
Robinson G, and 
Stradling, D., (1987)
Nevitt, S., (1981)
Noer, D.M., (1993)
O’Neill, J.R., (1993)
Ornstein, R., (1975)
“Stakeholders of the Organisational Mind”, Jossey-Bass, San 
Francisco
“Turning the Pain of Change into Creativity and Structure for 
the New Order” in Kilmann, R., Cobin,T & Assocs., “Corporate 
Transformation” pp.368-392; Jossey-Bass, San Francisco
“Introduction to Phenomenology”, Routledge, London, pp. 
181-186
“Men and Women of the Corporation”, Basic Books, New York
“Change Masters: Corporate Entrepreneurs at Work” George 
Allen and Unwin, London
The Challenge of Organizational Change’, New York,
The Free Press
‘Heuristic Design and Methodology’, in Schneider,
Bugental and Pierson, eds. ‘The Handbook of 
Humanistic Psycholgy: Leading edges in theory, 
research and practice’, Sage
“Heuristic Research: Design, Methodology and Applications”, 
Sage, London
“Phenomenological Research Methods”, Sage, Thousand 
Oaks,
“Developing Top Managers”, London, Gower
“A Director’s Development Guidebook: Making Experience 
Count”, London, The Institute of Directors and the 
Employment Department Group
“Developing Directors: The Learning Processes”, Sheffield, 
The Manpower Services Commission
“A Model for Action Research”, in “Human Inquiry”, Ed. Peter 
Reason and John Rowan, John Wiley
“Healing the Wounds: Overcoming the Trauma of Lay-offs and 
Re-vitalizing Downsized Organisations", San Francisco,
Jossey Bass
“The Paradox of Success: When Winning at Work Means 
Losing at Life”, McGraw-Hill, Maidenhead
“The Psychology of Consciousness”, Johnathan Cape,
London
398
Change Drivers
Parker Follett, M., 
(1941)
Parsons T., (1951). 
Parsons, T.
Parsons, T.
Parsons, T., (1957)
“Dynamic Administration”, Harper, New York
“The Social System”, London, Routledge and Kegan Paul
“Some Considerations on the Theory of Social Change, in 
Rural Sociology, Volume 26
“The Social System”, the Action Frame of Reference, 
Cambridge University Press
“The Motivation of Economic Activities”, in Dubin, R., (ed) 
“Human Relations in Administration”, New York, Prentice Hall
Patton, M., (1980), ‘Qualitative Evaluation Methods,’ London, Sage.
Pearce, W.B. 
(1994)
Pearce, W.B. 
and Pearce, K. 
(1999)
Pearce, W.B., 
(1994)
Peters, T, and 
Waterman R., 
(1982)
Piaget, J., (1986)
Polanyi, M. 
(1962)
Polanyi, M. 
(1966)
Potter, J., (1996)
Potter, J., 
(1999)
Prahalad, X ,  (1997)
Reason, P., (1988) 
Reddin, W, (1970) 
Reddin, W., (1971)
‘Interpersonal Communication: Making Social Worlds’, 
New York, Harper Collins
‘Using CMM’, California, Pearce Associates Seminar 
Paper, loaned by Elspeth Campbell
“Interpersonal Communication: Making Social Worlds”, Harper 
Collins, New York
“In Search of Excellence”, New York, Harper and Row
The Psychology of Intelligence” London, Routledge and 
Kegan Paul
‘Personal Knowledge’, Chicago, University of Chicago 
Press
‘The Tacit Dimension’, Garden City, New York,
Doubleday
‘Representing Reality: Discourse, Rhetoric and Social 
Construction’, London, Sage
‘Discourse Analysis and Constructionist Approaches’, in 
‘Handbook of Qualitative Research Methods’. Ed.
Richardson, J., London, Sage
“Strategies for Growth”, in Gibson, R, Ed. “Rethinking the 
Future”, Nicholas Brealey, London
“Human Inquiry in Action”, London, Sage
“Managerial Effectiveness”, McGraw-Hill, London
“Effective MBO”, Management Publications Ltd., London
399
Change Drivers
Reddin, W., (1975)
Reissman, C.K.,
(1993)
Revans, R., (1971)
Ring and Van den 
Ven, (1989)
Robinson, G, & 
Hurley, C., (1996)
Robinson, G., (1994)
Robinson, G., (1997)
Robinson, G.M., 
(1992)
Rogers, C., (1965)
Rosen, M., (1991)
Rosenblatt, P.C., 
(2001)
Royal Society of Arts
(1994)
Sacks, O., (1984) 
Sacks, O., (1995) 
Sacks. O., (1986) 
Schein, E., (1969) 
Schôn, D., (1991) 
Senge, P., (1990)
“Every Manager’s Clear Responsibility”, Management in 
Action, Vol. 6 No.64 pp.4-7
“Narrative Analysis”, Qualitative Research Methods, Series 
30, Sage Publications
“Developing Effective Managers” London, Longmans
‘Research on the Management of Innovation’ In Van den 
Ven, Angle and Poole, New York, Bellinger).
“Management Development and Transformation in the 
Guernsey Public Sector*, Industrial and Commercial Training, 
MCB University Press.
“Management Development and Organization Development”, 
in “Handbook of Management Development", 4th Edition, Ed. 
Mumford, pp.366-383, Gower
Paper 1, Element 2. Qualitative Research Methods, Paper 
Submitted to Surrey University Department of Education
“Managing After the Superlatives”, Sevenoaks, Tudor 
Business Publishing and Hodder and Stoughton
“Some Thoughts Regarding the Current Philosophy of the 
behavioural Sc/ences” Journal of Humanistic Psychology, 5, 
pp. 182-194 (in Moustakas, 1990 p.98)
“Coming to terms with the field: Understanding and doing 
organisational ethnography”. Journal of Management Studies 
Vol. 28(1) pp.1-24
‘Qualitative Research as a Spiritual Experience’, in ‘The 
Emotional Nature of Qualitative Research’ ed. Gilbert,
Boca Raton, CRC Press, pp.111-128.
“Tomorrow’s Company”, Report, RSA, London
“A Leg to Stand On”, Gerald Duckworth, London
“An Anthropologist on Mars”, London, Paladin
“The Man who Mistook His Wife for a Hat”, London, Paladin
“Process Consultation”, Addison-Wesley, Reading, Mass.
“The Reflective Practitioner”, Avebury, Ashgate Publishing
“The Fifth Discipline, The Art and Practice of the Learning 
Organization”, Century Business, London
400
Change Drivers
Smirchich, L  and 
Morgan, G., (1982)
Spencer, S and 
Adams, A., (1990)
Starbuck W, and 
Milliken, F., (1988)
Stewart, R.
(1976)
Strauss, A., (1987)
Stuart, R &
Critchley, W., (1995)
Stuart, R., (1995)
Sulkowicz, K., 
(2004)
Tannenbaum, R., 
(1997)
Thayer, (1988)
Tichy.N. and 
Sherman, S.,
(1995)
Tosey, P and 
Robinson G., (2002)
Tosey, P. and 
Mathison, J., 
(2002)
Townsend, P., 
(1963)
‘Leadership: The Management of Meaning’, Journal of 
Applied Behavioural Science, 18, 257-273
“Life Changes: Growing Through Personal Transitions”,
Impact Publications, San Luis Obispo
“Executives Perceptual Filters: What they notice and how they 
make sense”, in Hambrick, D, “The Executive Effect : 
Concepts and Methods for Studying Top Managers”, pp. 35- 
65, Greenwich
‘Contrasts in Management’, London, McGraw-Hill
“Qualitative Analysis for Social Scientists”, (quoted in 
Moustakas, 1994 p.22)
“Surviving Trauma in the Workplace”, AM ED, Research & 
Development Conference, Sundridge Park Management 
Centre
“Experiencing Organizational Change: Triggers, Processes 
and Outcomes of Change Journeys” Personnel Review, Vol. 
24, Number 2, MCB University Press
“Worse than Enemies: The CEO’s Destructive 
Confidant”, Boston, Harvard Business Review,
February, 2004
“Of Time and the River”, in “Organization Development 
Classics”, Ed. Van Eynde, Hoy, Van Eynde, Jossey-Bass, San 
Francisco, pp. 171-175
“Leadership/communication: A Critical Review and Modest 
Proposal”, in Goldhaber and Barrnet eds. “Handbook of 
Organisational Communication”, Norwood, New Jersey
‘Control Your Destiny or Someone Else WHT, London,
Harper Collins
“When change is no longer enough, what do we mean by 
‘Transformation’, in organizational change work?” The TQM 
Magazine, Vol. 14, No. 2
‘Mapping Transformative Learning: A Neuro-Lingusitic 
Programming Perspective’, Paper Presented at Living 
Spirit: New Dimensions in Work and Learning, 
conference at the University of Surrey.
The Family Life of Old People”, London, Penguin
401
Change Drivers
Trist E., et al., 
(1963)
Trompenaars, F. 
and Hampden- 
Turner, C. (1997)
Ulrich, D., (1998)
Vaill, P.B., (1996)
Vickers, G., (1968)
Wallemacq, A, and 
Sims, D., (1998)
Walsh, J.P. and 
Ungson, G.R. (1991)
Watson, T., (1994)
Watzlawick,
P., Weakland,
J. and Fisch 
R., (1974)
Weber, M., (1947)
Weick, K., (1979) 
Weick, K., (1993 -1)
Weick, K., (1993-2)
Weick, K., (1995) 
Weick, K., (2001)
Weick, K., (2001)
“Organisational Choice” London, Tavistock Publications
‘Riding the Waves of Culture’, London, Nicholas Brealey
“A New Mandate for Human Resources”, Harvard Business 
Review, Vol. 76.1
’’Learning as a Way of Being”, Jossey-Bass, San Francisco
“Value Systems and Social Process”, Tavistock, London
“The Struggle with Sense”, in Grant, Keenoy & Oswick,, Eds, 
“Discourse and Organization”, Sage, London
‘Organizational Memory’, Academy of Management 
Review, 16, 57-91
“In Search of Management”, London, Thomson Business 
Press
‘Change: The Principles of Problem Formation and 
Problem Resolution’, New York, W.W. Norton
“The Theory of Social and Economic Organization”, New York, 
Oxford University Press
“The Social Psychology of Organizing”, McGraw-Hill, New 
York
“Sensemaking in Organizations: Small Structures with Large 
Consequences”. In: ‘Social Psychology in Organisations: 
Advances in Theory and Research’. Englewood Cliffs, New 
Jersey, Prentice Hall, 10-37
“The Collapse of Sensemaking in Organizations: The Mann 
Gulch Disaster”. Administrative Science Quarterly, 38, 628- 
652
“Sensemaking in Organizations”, Sage, Thousand Oaks
“Making Sense of the Organization”, Blackwell Business, 
Oxford
“Leadership as the Legitimation of Doubt” \n Bennis, Spreitzer 
and Cummings Ed. “The Future of Leadership”, Jossey-Bass, 
San Francisco
402
Change Drivers
Weick, K. 
andSutcliffe, M., 
(2001)
Wilber, K. (1998)1
Wilber, K., (1998)
Wilber, K., (1999)
Wilber, K., (2000)
Wincup, E.,
(2001)
Woodward, J., 
(1965)
Worsley, P., (1957)
“Managing the Unexpected: Assuring High Performance 
in an Age of Complexity”. San Francisco, Jossey-Bass
The Eye of Spirit’, Shambhala, Boston;
“The Marriage of Sense and Soul”, Newleaf, Dublin
“One Taste: The journals of Ken Wilber”, Shambala, Boston
“Integral Psychology”, Shambala, Boston
’Feminist Research with Women Awaiting Trial: the 
effects on participants in the qualitative research 
process. ’ in ‘The Emotional Nature of Qualitative 
Research', Ed. Gilbert, Boca Raton, CRC Press.
“Industrial Organisation: Theory and Practice”, Oxford, Oxford 
University Press
“The Trumpet Shall Sound: a Study of Cargo Cults in 
Melanesia, London, MacGibbon and Key
403
Change Drivers
Supplement: Directors Making Sense of Organisational
Transitions: Nine Directors Stories
This supplement, some 265 pages in length, takes each director’s story as revealed 
by the interview transcripts, and provides the database, as stories, for the thesis. As 
such it has not been incorporated within the body of the thesis itself.
It is available, on request, from the author who may be contacted at:
robinsongrahamOf @btconnect.com
404
